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Summary of Findings and Recommendation2 

1. Increas ing  t h e  Rat io  of Minorit ies and Women 

The most obvious and r ead i ly  measurable i n d i c a t o r  of progress 

f o r  an equal  opportimity program is  the inc rease  i n  tile r a t i o s  and l e v e l  

of placement of women and minoritv men i n  the work €rI:ce. In  recent 

years ,  NASA has  stepped up i t s  equal  opportunity e f f o r x s  by e l e v a t i n g  

t h e  equa l  opportunity s t a f f  a t  Headquarters and i n  t h e  f i e l d  centers, 

i nc reas ing  t h e  budget and manpower resources, i n s t i t u t i r g  a wide v a r i e t y  

of programs, and attempting t o  o r i e n t  managers and superv isors  t o  the 

importance of equal opportunity.  

a t  l nc reas lng  t h e  lntaKe of remales and minority male- and upward 

mobi l i ty  f o r  those i n  the  present  work force .  

These ac t iv i t ies  have been aimed both  

NASA r e c r u i t i n g  programs focus no t  only on the p resen t  market 

b u ~  uii incieasiilg  he pool from vhich fiitiire h i r i n g  v5l l  take place .  

Recognizing the  serims na tu re  of the c o n s t r a i n t s  imposed by the con- 

t i n u a t i o n  of l o w  manpower c e i l i n g s ,  competition from the p r i v a t e  s e c t o r ,  

and t h e  scarci ty  of minor i t i e s  and women i n  t h e  engineering, s c i e n t i f i c  

and t e c h n i c a l  ca t egor i e s ,  t he  agency has placed inc reas ing  emphasis on 

career motivation programs t o  reach younger ages i n  the school popula- 

t ion. 

Over the  p a s t  two years ,  while NASA's t o t a l  employment has  

decreased by s i x  per cen t ,  t he  t o t a l  minority work fo rce  has  increased  

from 5 .2  t o  6.8 per cent  while female employment r a t i o s  have increased  

from 16.6 t o  17.5 p e r  cen t .  

t h e  d i s t r i b u t i o n  of women and minority men i n  p ro fes s tona l  ca t egor i e s .  

Some progress has  a l s o  benn achieved i n  

Although many of t he  most obvious s t e p s  have been taken i n  

both h i r i n g  and upward mobili ty programs, t he re  s t i l l  remdn a number 

of ways f o r  improving t h e  equal  opportunity p r o f i l e  i n  NASA. 
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Recommendations. The s p e c i f i c  areas where more a t t e n t i m  might be 

focused appear t o  be the  following: 

a. Hir ing f o r  s en io r  management pos t s  - More female and min- 

o r i t y  -le candidates should be considered and t h e  Equal Opportunity 

o f f i c e  should be b e t t e r  informed of searches f o r  top level t a l e n t .  

b. Supervisor accountabi l i ty  - Supervisors ,  p a r t i c u l a r l y  

a t  t h e  f i r s t  l i n e ,  play a major r o l e  i n  h i r i n g  dec is ions .  The process  

f o r  eva lua t ing  t h e i r  EO performance in  h i r i n g  dec is iops  should b e  t i e d  

t o  a more e f f e c t i v e  consequence system. 

c. Eiiriiig of f  C i v i l  Service r e g i s t e r s  - The Civi l  Service 

requirements which impede h i r i n g  of minor i t ies  of f  r e g i s t e r s  are a 

major obs tac l e  t o  EO. Although there  are fewer o p p o r t m i t i e s  f o r  h i r i n g ,  

e f f o r t s  should be increased t o  place minor i t i e s  i n t o  non-professional 

and profess iona l  pos i t i ons  a t  a l l  leve ls .  NASA should continue t o  

press  on the  problem of t h e  r e g i s t e r s  with those who can break t h e  

deadlock a t  the  C i v i l  Service Commission. 

d. Increas ing  t h e  resource pool - I n  the  f i n a l  ana lys i s ,  

t h e  main way t o  achieve equal  opportunity i n  high technolclgy organiza- 

t i o n s  w i l l  be increas ing  the  resource pool. No one agency can do this  

alone. 

e f f o r t  t o  encourage women and minority men t o  en te r  engineering 

s c i e n t i f i c  and t echn ica l  education and t r a i n i n g  program.  

NASA should take  the  lead i n  a co l l abora t ive  p , ib l ic /pr iva te  

e. Upward mobi l i ty  - Emphas i s  on e x t e r n a l  recrui tment  should 

no t  b e  allowed t o  overshadow the  importance of upward mobil i ty  of 

m e n  and minori ty  men i n  t h e  ex i s t ing  work force.  

should be s t r e s sed  not  only through promoting from wi th in  but  also 

Upward Mobil i tv  - 
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through encouraging t h e  progression of females and rnirlority males i n t o  

NASA's mainstream a c t i v i t i e s .  

2. A S t ra tegy  f o r  Managing Socia l  Change 

As a b a s i s  f o r  making recommendations on hok t h e  equal  oppor- 

t u n i t y  program might be s t rengthened,  t h e  panel  soughr. t o  assess where 

NASA s t ands  along a rou te  lead ing  t o  the achievement of EO goals .  

no t ing  t h a t  progress  v a r i e s  from one p a r t  of t he  organiza t ion  t o  another ,  

t he  consensus of t h e  panel  w a s  t h a t  NASA s t ands  a t  a poi-.nt between 

concern and commitment. 

While 

The above-cited changes i n  numbers demonstrate t h a t  NASA is  

beginning t o  move i n  the  r i g h t  d i rec t ion .  No one would contend, however, 

t h a t  t h e  problem which c rea ted  unequal opportuni ty  have been el iminated.  

I n  f a c t ,  t h e  changing of numbers i s  only one aspec t ,  t h e  cutward and 

v i s i b l e  s ign ,  of a s t r u g g l e  f o r  fundamental s o c i a l  change t h e  f u l l  impli-  

ca t ions  of which s e e m  no t  t o  have been f u l l y  grasped throughout NASA's 

managerial  hierarchy.  The panel  sought t o  po in t  t h e  W P ~  t o  a long-range 

management s t r a t e g y  and a comprehensive system f o r  implcmenting such 

s o c i a l  change. 

The s t racegy  cons i s t s  of f ive e s s e n t i a l  elements -. po l i cy ,  

ob jec t ives ,  performance s tandards,  feedback, and consequence system. 

P a r t s  of these  elements e x i s t ,  but  they have not  a l l  been developed 

and put  toge ther  i n  a way t o  assure  optimal prospects  f ? r  achieving 

equal  opportuni ty .  

Recommendation. The Administrator and Deputy should devise  and imple- 

ment such a management s t r a t egy .  In  t h i s  process,  they should seek 

support  from the  Off ice  of Equal Opportunity Programs 2nd t h e  Equal 

Opportunity Council. 
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3. Defin i t ion  of Roles 

The equal  opportuni ty  o f f i c e  is pr imar i ly  a-3 advisory func t ion  

whose r o l e s  and r e s p o n s i b i l i t i e s  embrace a complex ari-ay of a c t i v i t y  

inc luding  advocating, advis ing,  monitoring, support ing and, i n  some 

ins tances ,  managing programs. A s  t h e  EO s t a f f  has  asmmed var ious  

opera t iona l  and program r e s p o n s i b i l i t i e s ,  the ques t ion  of who is account- 

a b l e  f o r  achieving equal  opportuni ty  is i n  danger of being obscured. 

To the  ex ten t  t h a t  r e s p o n s i b i l i t y  f o r  equal opportuni ty  appears t o  be  

shared wi th  o r  t r ans fe r r ed  t o  t h e  EO s t a f f ,  p ressure  on t h e  l i n e  may 

be reduced. 

Some sharpening o r  perhaps r ede f in i t i on  of rJles and respon- 

s i b i l i t i e s  between t h e  EO o f f i c e ,  t h e  personnel o f f i c e  arld l i n e  manage- 

ment appears t o  be ind ica ted .  Recognition t h a t  u l t ima te  accoun tab i l i t y  

f o r  a t t a i n i n g  equal  opportuni ty  i s  vested i n  l i n e  management is c r i t i c a l .  

Recommendation. One way t o  c u e  l i n e  management on t h e i r  continuing 

r e s p o n s i b i l i t y  would be t o  requi re  report ing on equal  qpportuni ty  i n  

var ious  r epor t s  on program s t a t u s ,  including program aud p ro jec t  r e p o r t s  

a t  the  monthly Genera.1 Management Review. 

The Administrator and Deputy should request  1:te EO Council 

t o  provide a forum f o r  cons idera t ion  of  t h i s  quest ion of r o l e s  and 

r e s p o n s i b i l i t i e s .  

4 .  Administration of Equal Opportunity 

I n  terms of t he  number of people involved, dcrll.ars a l loca t ed ,  

program a c t i v i t i e s ,  r epor t  wr i t i ng  and committees meet?.tg, NASA is 

extremely busy i n  the  equal  opportunity f i e l d .  This a c t i v i t y  does not  

necessa r i ly  equate with progress  i n  achieving t h e  goals  of equal  oppor- 

t un i ty .  Such progress  comes about only when the  i n t e r n a l  dynamics of 
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an organization change in the desired direction. Thus Zar, the change 

in NASA has not penetrated very deeply despite repeated statements 

of endorsement by senior administrators. 

significantly involved in the mainstream of agency aczivities are still 

rare. The equal opportunity staff has itself become a female and min-  

ority male enclave, relating to agency line management only in equal 

opportunity matters. 

Women and minority men 

The internal administration of the equal opportmity program 

is hampered by several gaps in communications. The prirxipal gap is 

a separation of equal opportunity staff from line mancgement at all 

levels. Equal opportunity has yet to be fully perceiped by NASA's 

technically oriented management as an aspect of human resource manage- 

ment offering great potential for benefiting the entire work force. 

A second gap has been evident in the Agency equal opportunity 

staff between staff members and the Assistant Administ-a;or. This gap 

is in the process of being bridged with the new organizational structure 

now being put into place in the Equal Opportunity Office. Care must 

be taken, however, to assure that additional layering does not lend 

itself to more communications gaps. 

A third gap exists between equal opportunity staff in Washington 

and the field. Although various formal reporting mechaisms are in 

effect, the Headquarters-field center relationships in equal opportunity 

are not as cohesive as they should be. 

Recommendations. Major emphasis should be placed on improving the quality 

of administration of the equal opportunity program through better flow 

of information and communications. Line managers should work with the 

female and minority male elements to foster a better upderstanding of 
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t echn ica l  environment. The most e f f e c t i v e  way t o  f o s t e r  such understanding 

is  t o  involve women and minori ty  men t o  t h e  maximum ex ten t  f e a s i b l e  

i n  non-EO r e l a t e d  work and i n  f u t u r e  planning. The tendency t o  concentrate  

females and minori ty  males s t r i c t l y  i n  equal  opportuni ty  work should be 

balanced by more mobi l i ty  from equal  opportuni ty  s t a f f s  i n t o  o the r  areas 

of a c t i v i t y ,  p a r t i c u l a r l y  i n  profess iona l  and admin i s t r a t ive  ca tegor ies .  

Continued a t t e n t i o n  needs t o  be given t o  t h e  open flow of communications 

and maintenance of good informal working r e l a t i o n s h i p s  among a l l  EO 

o f f i c e s ,  wi th in  the  Washington o f f i c e  and between Washington and the  

f i e l d .  Newsletters can serve a usefu l  purpose i n  reaching several 

d i f f e r e n t  audiences. 

5. Relat ionships  Between Personnel and Equal Opportunity Functions 

Although equal  opportuni ty  has been e s t ab l i shed  as a sepa ra t e  

func t ion  i n  NASA, the  personnel function r e t a i n s  a c r i t i ca l  r o l e  i n  

achieving equal  opportuni ty  goals. 

t h e  personnel o f f i c e s  and t h e  equal  opportunity s t a f f s  genera l ly  appear 

t o  be support ive and mutually re inforc ing .  

innovat ive  and use fu l  personnel programs designed t o  r e c r u i t  and t r a i n  

females and minori ty  males The f a c t  remains, however, t h a t  NASA has  

y e t  t o  achieve a personnel p r o f i l e  approaching an acceptab le  level of 

female and minori ty  male representat ion.  

The working r e l a t i o n s h i p s  between 

NASA has  developed many 

The personnel funct ion,  as c i t e d  i n  the  p r e c d i n g  items on 

management s t r a t e g y  and r o l e  de f in i t i on ,  i s  c r i t i c a l  t o  the  at ta inment  

of equal  opportunity.  A t  t he  f i e l d  centers ,  where personnel o f f i c e s  

are many t i m e s  l a r g e r  than equal  opportunity o f f i c e s ,  t he  l a t t e r  are 

q u i t e  o f t e n  opera t ing  var ious  types of t r a i n i n g ,  educat ion a2d o the r  

programs. The l o w  r a t i o s  of females and minori ty  male8 working i n  
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personnel  o f f i c e s  is one of t he  most s e r ious  shortcomings of t h e  o v e r a l l  

personnel funct ion with respec t  t o  equal opportuni ty .  

Recommendations. 

p ressure  on l i n e  qanagement t o  adopt personnel p r a c t i c e s  more conducive 

t o  achieving equal  opportuni ty .  A l l  personnel ac t ions  should be  con- 

s idered  i n  l i g h t  of t he  opportuni ty  they a f fo rd  t o  impove  t h e  relative 

p o s i t i o n  of the  female and minori ty  male work force .  P e r s m n e l  o f f i c e s  

throughout t he  agency should str ive for  higher  r a t i o s  ~f females and min- 

ority males wi th in  t h e i r  own complements. 

Personnel o f f i c e s  should be  maintaining a s teady  

6 .  Learning from the  Experience of Other Organizations 

I n  looking t o  o ther  organizat ions f o r  the  lescons of experience 

t h a t  are re levant  t o  NASA, i t  is  necessary t o  bear  i n  mind t h a t  t he  

s p e c i a l  circumstances of NASA's s i t u a t i o n  l i m i t  the  ex ten t  of comparabili ty.  

The high l e v e l  of engineers  and o ther  advanced technic.41 personnel i n  

NASA, t h e  l imi t ed  number of openings f o r  recrui tment ,  and t h e  s t r i c t  

c e i l i n g s  on higher  l e v e l  pos i t i ons  a l l  impose cons t r a in t s  on NASA. It 

is a l s o  apparent from examining t h e  experience of o ther  organiza t ions  

t h a t  ou ts tanding  success  records are q u i t e  rare. 

What does emerge from examining t h e  e x p e r i e x e  of o the r  

organiza t ions  is t h a t  s i g n i f i c a n t  change occurs only were i n s t i g a t e d  

by the  h ighes t  l e v e l  of management. The sense of comitment  is c rea t ed  

n o t  by words alone but  by s p e c i f i c  ac t ions  which serve as cues of top 

management i n t e n t .  Only the  Administrator and Deputy Administrator are 

i n  a p o s i t i o n  t o  give these  cues which w i l l  s i g n a l  o the r  l a y e r s  of 

management t h a t  equal  opportunity is  t o  be pursued as an i n t e g r a l  p a r t  

of NASA's mission. 
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An e s s e n t i a l  component of several successfu l  EO programs 

examined by the panel has been an EO measurement systcm incorporated 

i n  the  eva lua t ion  of business  performance of managers. Rewards and 

p e n a l t i e s  keyed t o  EO performance produce r e s u l t s  where mere admonition 

f a i l s .  

Recommendations. 

t o  clle o the r  elements of agency management of the s e r l o u s  rLature of 

t h e i r  i n t e n t  t o  achieve t h e  goals of equal  oppor tuni ty ,  

e f f e c t i v e  cues would be t h e  adoption of a s t r a t e g y  f o r  managing s o c i a l  

change. (Ref. No.2 above, p. v) 

The Administrator and Deputy should a c t i v e l y  seek ways 

'One of t h e  most 

7. Equal Opportunity Complaints and Counseling 

The equal  opportuni ty  complaints system which NASA is required 

t o  fol low under Federal  l a w  is complex and cumbersome. An increase  i n  

use of t he  system i n  the  p a s t  year  may ind ica t e  t h a t  some people have 

gained a b e l i e f  t h a t  i t  can be  made t o  work f o r  them. But t he re  remains 

a widespread l ack  of  c r e d i b i l i t y  i n  t h e  system a t  lower l e v e l s .  

causes of formal complaints are lack of considerat ion f o r  advancement 

from wi th in  and f o r  t r a i n i n g  programs, both in-house and external. 

Promotional oppor tun i t i e s  can be b e t t e r  adver t i sed ,  and more women and 

minor i ty  men can b e n e f i t  from t ra in ing .  

Major 

The equal  opportuni ty  counseling system, l i k e  t h e  complaints 

system, has been used more extensively i n  the  recent  pas t  than before .  

The more e f f e c t i v e l y  i t  func t ions ,  t he  less demand w i l l  be placed on 

the  formal complaints system with i ts  a t tendant  high costs 2nd d is rupt ions .  

Despi te  e f f o r t s  t o  upgrade the counseling system, however, t h e r e  s t i l l  

remains evidence t h a t  i t  has  y e t  t o  ga in  c r e d i b i l i t y  aumg lower rank 

employees. 
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Recommendations. NASA should co l labora te  with o ther  agencies i n  press ing  

the  Civi l  Service Commission f o r  a more workable system t o  handle formal 

complaints. The counseling system requi res  s t i l l  fu r the r  e f f o r t  t o  

e s t a b l i s h  g rea t e r  c r e d i b i l i t y  i n  i t s  p r a c t i c a l  e f fec t tveness .  

8. Minority Business Enterpr i se  

NASA support  f o r  minority business e n t e r p r i s e  represents  a 

major aspect  of t he  t o t a l  equal  opportunity e f f o r t .  

f i v e  years impressive progress has been made i n  increas ing  the  d o l l a r  

volume of minority business  contract ing.  

t o t a l  is s t i l l  s m a l l .  

out  as ways of improving the  capab i l i t y  of minori ty  f f r m  t o  compete 

f o r  NASA cont rac ts .  

businesses  owned and operated by women. 

Recommendation. 

NASA prime cont rac tors  should be maintained, bu t  no t  a t  the  cos t  of 

reducing pressure  f o r  more minority f i rms as prime cont rac tors .  

owned and operated by women should a l so  be encouraged t r ,  b id  on con t r ac t s  

and sub-contracts.  The experience of t he  Minority Business Enterpr i se  

Councils should be evaluated t o  a sce r t a in  i f  t h a t  program i s  l i v i n g  up 

t o  i ts  f u l l  p o t e n t i a l .  

Over the  p a s t  

But the  mincri ty  sha re  of t h e  

A v a r i e t y  of s p e c i a l  programs are being c a r r i e d  

Very l i t t l e  e f f o r t  has  been made t o  involve 

The emphasis on sub-contracting with minority f i rms by 

Firms 

9. Community Relat ions 

There is a common area  of i n t e r e s t  between tk.e  community r e l a t i o n s  

a c t i v i t y  of t he  equal opportunity o f f i c e  and the  community and human 

r e l a t i o n s  a c t i v i t y  of the  Office of Publ ic  Af fa i r s .  However, t h e  

j u r i s d i c t i o n a l  r e l a t ionsh ip  has never been c l e a r l y  defined, and t h e r e  

may w e l l  be ways t o  s t rengthen both programs through g rea t e r  cooperation. 
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NASA f i e l d  cen te r s  could take f a r  more a c t i v e  r o l e s  i n  advancing 

equal  opportunity i n  t h e i r  respec t ive  communities. 

more of a leadership r o l e  i n  the  community cont r ibu tes  t o  t h e  nega t ive  

image of NASA i n  the  area of equal  opportunity and human resources .  

Recommendation. The Administrator should assure  t h a t  Equal Opportunity 

and Publ ic  Af fa i r s  Off ices  work out  informal r e l a t ionsh ips  lead ing  t o  

more e f f e c t i v e  cooperation toward their common goal  of promoting equal  

opportunity.  

Fa i lu re  t o  assume 

Fie ld  centers  should s t rengthen t h e i r  e f f o r c s  t o  p r o j e c t  an 

image i n  t h e i r  communities of agency awareness of female and minori ty  

male a s p i r a t i o n s  and of NASA commitment to equal opportunity.  

10. Self-Evaluation 

The recent ly  completed self-evaluat ion of equal  opportuni ty  

w a s  a use fu l  and i l lumina t ing  exerc ise  w e l l  worth the  considerable  

investment of t i m e  and e f f o r t  on the  pa r t  of a l l  involved. 

of s e l f  monitoring process should be car r ied  out  on an annual b a s i s ,  

although an eva lua t ion  on the  s c a l e  of t h a t  j u s t  compl.eted is  not  merited 

Some kind 

more than every two 31: th ree  years. 

Recommendation. 

a management s t r a t e g y  f o r  change. 

elements of such a s t r a t egy .  

e f f o r t s  of a l l  those responsible  f o r  equal opportunity over a long 

range per iod and is  t h a t  po l icy  f u l l y  in tegra ted  with NASA's o v e r a l l  

planning? 

over an extended per iod? 

provide a meaningful system of measuring progress? 

system and t h e  consequence system working e f f e c t i v e l y ?  

The se l f -eva lua t ion  process should be c lose ly  t i e d  t o  

It should consider each of t h e  f i v e  

H a s  policy been developed t o  guide t h e  

A r e  ob jec t ives ,  o r  goals ,  set out  i n  t h e  form of milestones 

A r e  performance s tandards w e l l  designed t o  

A r e  t he  feedback 

The Equal Opportunity Council should play a r a j o r  r o l e  i n  assur ing  

t h a t  se l f -eva lua t ion  incorporat ing a l l  these  elements is  conducted. 

xii 



I. Origins of Study and Panel Mandate 

I n  May 1974, NASA assigned the Nat ional  Academy of Pub l i c  

Administration t h e  t a s k  of conducting a study of t h e  agency's equal  

opportuni ty  program. 

functions: 

cu r ren t  EO program; (2) i d e n t i f y  equal opportuni ty  approaches adopted by 

o the r  organiza t ions  which might be appl icable  t o  NASA's needs; and (3) 

serve as a source of advice and counsel t o  NASA i n  considering f u t u r e  

equal opportunity goals. 

The Academy was requested t o  perrorm t h r e e  major 

(1) seek out  ways i n  which t h e  agency can s t rengthen  t h e  

I n  accord with its usual prac t i ce ,  the Academy appointed a 

panel t o  c a r r y  out t h i s  assignment. 

shown a t  Appendix A. 

maintained a continuing consul ta t ion  with t h e  Off ice  of Equal Opportunity 

Programs (OEOP) i n  NASA. 

The membership of t h e  panel is 

Over t h e  course of t h e  assignment, t h e  pane l  has 

As with most consul t ing  assignments extendin& over a prolonged 

period, t h e  conditions of this t a sk  have undergone s i g n i f i c a n t  change. 

D r .  Harriett Jenkins replaced D r .  Dudley McConnell as Assistant Admin- 

i s t r a t o r  f o r  Equal Q p o r t u n i t y  Program, and the re  have been o t h e r  

important changes i n  var ious  pos i t ions  a t  Headquarters and i n  the f i e l d  

wi th in  t h e  personnel and o ther  o f f i c e s  concerned wi th  equal opportunity. 

NASA has been subjec ted  t o  ex tens ive  overs ight  by Congressional Committees. 

The General Accounting Office and the Civil  Service Conmission have also 

monitored the  agency's performance. P r i v a t e  c iv i l  r i g h t s  organiza t ions  

have a l s o  kept  NASA developments under sc ru t iny .  F ina l ly ,  t h e  dec i s ion  

w a s  taken by NASA, midway i n  t h e  course of t h e  Academy's consu l t a t ion ,  

t o  conduct i t s  own se l f -eva lua t ion  of t h e  oqual opportunity program. 

This se l f -eva lua t ion  was a major undertaking which impofied heavy demands 
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on agency management a t  Headquarters and i n  t h e  f i e l d .  

v i s i t  nea r ly  a l l  the  f i e l d  cen te r s  were cancelled i n  c r d e r  t o  await the 

outcomes of NASA's own se l f -eva lua t ion  and t o  avoid t h e  p o s a i b i l i t y  of 

p u t t i n g  too many pressures  on t h e  centers  during t h e  stme time period. 

Panel p l ans  t o  

I n  t h e  months following t h e  se l f -eva lua t ion  uiembers of t h e  pane l  

have v i s i t e d  four f i e l d  cen te r s  and Headquarters where they have conducted 

i n q u i r i e s  designed t o  ga in  f i r s t h a n d  impressions of t h e  state of equal  

1 
opportunity i n  NASA. 

of t h e  Equal Opportunity Council, b r i e f i n g  the  Council ou t h e  pane l ' s  

t a s k  assignment and, at  t h e  second meeting, d i scuss ing  t h e  i s s u e s  r a i s e d  

i n  t h i s  report .  

have served as monitors of equal  opportunity progress tn o the r  organiza- 

t i o n s  i n  order  t o  feed i n t o  NASA the lessons  of whatever experience 

appears re levant .  

They have attended t h e  two most r ecen t  meetings 

Throughout t h i s  consul ta t ion  some of t h e  pane l  members 

The panel has met s i x  times t o  explore t h e  problems inhe ren t  

i n  t h e  NASA e f f o r t  t o  achieve equal  opportunity. 

been accompanied by reviews of t h e  extensive equal opportuni ty  documen- 

Thesc meetings have 

t a t i o n  o r i g i n a t i n g  both wi th in  and outside the  agency. 

cen te r  se l f -eva lua t ion  r e p o r t s ,  for example, has been reviewed by a t  

Each of t h e  

least two p a n e l i s t s .  

comparative c r i t i q u e  of t hese  reports.  

One panel meeting was devoted pr imar i ly  t o  a 

The cen te r  a f f f m t i v e  a c t i o n  

p lans  have a l s o  been reviewed. The panel and s t a f f  have taken advantage 

of t h e  opportunity t o  study numerous r e p o r t s  and s ta t is t ical  d a t a  generated 

1 
Centers v i s i t e d  were Ames Research Center, Goddard Space F l i g h t  Center, 
John F. Kennedy Space Center and Langley Research Center. 
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i n  the Equal Opportunity repor t ing  system and t h e  Personnel Management 

Information System. 

tun i ty  and Personnel Off ice  s t a f f  has been extremely he lp fd , and  the  

panel wishes to  express i t s  g r a t i t u d e  t o  those two s t a f f s  aad t o  a l l  

o the r  o f f i c i a l s  i n  NASA who have f a c i l i t a t e d  i ts  invescigat ions.  

11. Context: The Dimensions and Scope of t h e  EO Chalknge  i n  NASA 

The a s s i s t ance  and cooperat ion of t he  Equal Oppor- 

In view of the  voluminous coverage provided from other  q u a r t e r s  

during t h e  course of i ts study, t he  panel has been concerned about how 

i t  could con t r ibu te  t o  a f u l l e r  and deeper understandiag of the equal  

opportuni ty  challenge. 

cons t ruc t ive  r o l e s  f o r  t h i s  panel.  

the q u a l i t y  of t h e  management of NASA's EO program i n  terms of t h e  develop- 

ment and implementation of I ts  object ives .  This i s  i n  con t r a s t  t o  devoting 

a t t e n t i o n  t o  numerical goals ,  per se, f o r  women and minority males i n  NASA. 

The second r o l e  w a s  t o  look a t  equal  opportunity from rhe perspec t ive  of 

t he  agency's o v e r a l l  condition. 

would come from examining the i s s u e  i n  i s o l a t i o n  from "SA'S o v e r a l l  goa ls  

and ob jec t ives .  

covered i n  t h e  s t u d i e s  which were based mainly on equal  opportuni ty  

s t a t i s t i c s .  

have served t h e  panel  as a usefu l  point of depar ture  f o r  i ts inves t iga t ions .  

But t hese  da ta ,  f o r  t he  moat p a r t ,  treat the  equal  oppcrtuni ty  ques t ion  

as a sepa ra t e  i s s u e ,  no t  a s  an i n t e g r a l  aspec t  of NASA's; cur ren t  status and 

f u t u r e  development. 

program opera tes ,  must be assessed t o  ga in  a t r u e  understanding of t h e  

prospects  f o r  s i g n i f i c a n t  s o c i a l  change. 

t he  e x t e r n a l  bureaucracy i n  which a program opera tes  has a cri t ical  bear ing  

It a r r ived  a t  t h e  view t h a t  t h e r e  were two 

One of these  w a s  t o  be  concerned with 

The panel f e l t  t h a t  rc . la t ive ly  l i t t le  

Nor would much be achieved from going over t h e  same ground 

The d a t a  accumulated through a l l  t h e  aforementioned s t u d i e s  

The i n t e r n a l  organiza t iona l  envirmment i n  which a 

Furthermore, t h e  contex t  of 
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on its development within an agency. 

the status of equal opportunity in the Federal governrnilnt system. 

A. Dilemma Surxomding Federal Equal Employment Law. Discussion of 

equal opportunity in the federal service is complicated by a fundamental 

difference in viewpoint as to what is actually meant by equality of 

opportunity and affirmative action to achieve that goal. 

was brought out in hearings held in June 1975 in which Clvil Service 

Thus it is neces3ary to consider 

This difference 

Commission Chairman Robert Hampton appeared before the House subcommittee 

on equal opportunities chaired by Representative Augustus Hawkins 

(California). 

decisions based on an individual's ability to do a job without considera- 

tion of any other factors. 

obverse side of the coin of the merit principle. 

tive action carried out within the context of the merit system has 

produced an equitable employment system for the Federal Government and 

it is a system in which minorities and women are continuing to make 

significant progress. '12 

Hampton defined equal opportunity in terms of personnel 

He described equal opportunity hs simply the 

He aaded that "affirma- 

Hawkins, on the other hand, presented a very different view of 

equal opportunity, linking it not just to individual cases but to discrimin- 

ation against classes or groups of people. In his  vier affirmative action 

acknowledges long-standing discrimination against all women and males from 

certain minority groups and proposes actions to eliminate the results of 

that discrimination. Hawkins contends that his view corresponds with the 

intent of Title VI1 of the Civil Rights Act. 

2 Statement by Chairman Robert E. Hampton, U.S.  Civil Service Codssion 
before Subcommittee on Equal Opportunities Committee an Education and 
Labor, House of Representatives, June 25, 1 9 7 5 .  



- 5 -  

This dilemma is not  merely an academic or  a p o l i t i c a l  i s sue .  

S u i t s  i n s t i t u t e d  are br inging  t h e  matter be fo re  the cour t s ,  and t h e  

i s s u e s  remain unse t t led .  Recently, the United S t a t e s  Court of Appeals 

for t h e  Second C i r c u i t  s t a t e d  t h a t  r a c i a l  quotas (goals?) can be  imposed 

only w i t h  "reluctance and r e s t r a i n t "  even though they arQ- designed t o  

co r rec t  f o r  p a s t  d i scr imina t ion  aga ins t  groups. 

t h e  need t o  preserve  c i v i l  service procedures f o r  h i r i n g  and promoting 

ind iv idua l s  on t h e  b a s i s  of merit determined by competit ive examinations 

f o r  pub l i c  jobs. 

S t resd  w a s  placed upon 

3 

The argument has  been made t h a t  "goals" are 7 o t  "quotas" i n  

t h a t  goa ls  represent  t a r g e t s  t o  be achieved r a t h e r  t h m  s p e c i f i c  a l loca-  

t ions.  In e i t h e r  ins tance ,  t h e  p o s s i b i l i t y  arises of charges being made 

of "reverse discrimination". 

of t h i s  dilemma should be noted. 

view, equal  opportunity is achieved with a h i r i n g  pol fcy  t h a t  is  race- 

b l i n d  and sex-blind. 

p o s s i b i l i t y  of being discriminated aga ins t  because of e i t h e r  of t h e s e  

c h a r a c t e r i s t i c s .  

f o r  an agency t o  make special e f f o r t s  t o  r e c r u i t  or  absist i n  t h e  prep- 

a r a t i o n  of "qualified" minor i t i e s  or females. 

Cer ta in  impl ica t ions  of t h e  r e spec t ive  s i d e s  

With what might be termed t h e  "pur i s t "  

"Qualified" people are employed without t h e  

This p o s i t i o n  c a r r i e s  wi th  i t  no seil.se of r e s p o n s i b i l i t y  

It is  e s s e n t i a l l y  a pass ive  

o r i e n t a t i o n .  

Article i n  t h e  New York T i m e s ,  "Court Rules Out Rac:l.al Job Quota", 
August 10, 1975. A number of cases t e s t i n g  t h e  a f f i x n a t i v e  a c t i o n  
concept are cu r ren t ly  on t h e i r  way t o  the  Supreme Court. 
most r ecen t  r u l i n g  in t h e  DeFunis VS. Odegaard 
provide def in i t ive .  j u d i c i a l  i n t e r p r e t a t i o n  of t he  i n t e n t  of the law.  

The Court 's 
case f a i l e d  t o  
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This "color blind'' approach is considered by minori ty  r i g h t s  

proponents t o  fa l l .  s h o r t  of recognizing t h e  present  e f f e c t s  of p a s t  

d i scr imina t ion .  

s p e c i a l  e f f o r t s  are made, the a f f ec t ed  classes s u f f e r i n g  from p a s t  

d i scr imina t ion  w i l l  not even bother  to  apply f o r  advanced p o s i t i o n s ,  

w i l l  n o t  seek t r a i n i n g  and w i l l  not be q u a l i f i e d  f o r  assuming h igher  

r e s p o n s i b i l i t y .  

i n  e f f e c t ,  delayed a t  least f o r  another generation. 

This pos i t i on  rests on t h e  argument tfiat un less  

Under these  circumstances, equal opportunity would be, 

I n  con t r a s t  t o  t h e  "pur i s t "  approach t h e  "afCirmative action" 

Not only i s  there t o  b e  no dis- approach is a more active o r i en ta t ion .  

c r imina t ion  i n  h i r i n g ,  but e x p l i c i t  e f f o r t s  are t o  be  made t o  r e c r u i t  

p o t e n t i a l  employees among male minor i t ies  and females. 

programs are developed t o  assist i n  the prepara t ion  of menbers of these  

groups so t h a t  they might qua l i fy  for  jobs.  

Equal Opportunity programs throughout t h e  f e d e r a l  government would seem 

t o  be  an o f f i c i a l  endorsement of t he  a f f i r m a t i v e  a c t i o n  approach. 

I n  add i t ion ,  

The very asrabl ishment  of 

I f  t h e  

p u r i s t "  approach had been intended, a l l  t h a t  would be  needed would be 11 

a monitoring system designed t o  de t ec t  d i scr imina t ion  i n  h i r i n g  and 

promotion p rac t i ces .  

B. While 

t h i s  panel has been conducting i ts  study, another Academy panel  has pointed 

up t h e  s ign i f i cance  of t h e  changing na tu re  of NASA as i t  becomes increas ingly  

involved i n  app l i ca t ions  and technology u t i l i z a t i o n  programs. That pane l  

made no te  of t h e  f a c t  t h a t ,  desp i t e  t h e  emphasis place5 on t h i s  change i n  

s ta tements  by NASA's top leadership,  t h e r e  has been too  l i t t l e  v i s i b l e  

o rgan iza t iona l  and pol icy  adjustment w i th in  the  agency t o  translate t h i s  

NASA's Mission and How it Impacts t h e  Equal Opportunity Program. 
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4 change i n t o  a new forward t h r u s t .  

NASA's performance i n  equal opportunity is inex t r i cab ly  l inked  

t o  the  agency's o v e r a l l  performance, its evolving mission and t h e  state 

of i ts  well-being. Whatever d i f f i c u l t y  NASA encounters i n  a t t r a c t i n g  

t h e  most q u a l i f i e d  women and minority male candidates (as w e l l  as a l l  

candidates) f o r  t h e  very l imi t ed  number of openings stems a t  least i n  

p a r t  from the  way i n  which the  agency is perceived f r o v  tne outs ide .  

Whether r i g h t l y  o r  wrongly, NASA is  all too  o f t e n  seen i n  t h e  eyes of 

many who are no t  c l o s e  t o  i t s  program areas as an agency whose mission 

has been accomplished, leav ing  i t  now i n  a dec l in ing  phase. 

t a n t  changes i n  t h e  d i r e c t i o n  and content of NASA a c t i v i t i e s  do no t  seem 

t o  have been e f f e c t i v e l y  communicated t o  the  public.  

The impor- 

The equal  opportunity panel concurs wi th  t h e  f ind ings  of its 

companion panel. 

sought-after female and minori ty  male t a l e n t s  required t o  improve the 

EO p r o f i l e  unless i t  can be  demonstrated more e f f e c t i v e l y  than i t  has  

been t o  d a t e  t h a t  NASA is s t i l l  a v iab le  agency, wi th  a mission r e l evan t  

t o  humanity's needs and a s p i r a t i o n s ,  The panel recognizes t h a t  p a s t  

e f f o r t s  by NASA's sen io r  management t o  expand the  NASA r o l e  i n  t h e s e  

d i r e c t i o n s  have been blocked by Executive Office,  and s p e c i f i c a l l y  

Off ice  of Management and Budget, opposition. Nevertheless, t h e  pane l  

be l i eves  t h a t  an e f f e c t i v e  case can and should be made t o  demonstrate 

how t he  NASA c a p a b i l i t y  can be  applied t o  so lv ing  humanity's most p re s s ing  

It w i l l  no t  be  poss ib l e  t o  a t t ract  and r e t a i n  t h e  much 

problems. 

Developing NASA's Future Leaders: An Assessment of Needs and 
t i o n s  for Action, A r epor t  of a p a n e l  of t h e  Nat ional  Academy 
Administration, June 13, 1975; pp. VI - X I .  

Reconmrenda- 
of Publ ic  
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C. Specia l  P r o b l m  f o r  NASA Stemming from Reduced Manpower Cei l ings .  

The challenge t o  NASA t o  improve i t s  record in equal rppor tuni ty  has  

come during a time when t h e  agency's work fo rce  c e i l i n g  has been s t e a d i l y  

dec l in ing .  Reductions in fo rce  sustained over a period of near ly  t e n  

years ,  a more extended period of dec l ine  than any o the r  Federal  agency 

has ever experienced, have c u t  back on t h e  oppor tuni t ies  €or h i r i n g .  

During t h e  year  beginning June 30, 1974, f o r  example, t h e  t o t a l  number 

of NASA employees dec l ined  from 24,854 t o  24,361. 

Lunar Program i n  1966, t o t a l  employment w a s  35,860. 

t h a t  over t h e  p a s t  decade t h e r e  have been per iods  of reduct ions  i n  man- 

power a t  much s t e e p e r  rates than during t h e  p a s t  year. 

i n g  manpower c e i l i n g s ,  of course, some new h i r i n g  is necessary. L a s t  

year, f o r  example, permanent accessions numbered 1087. 

D. 

Most of t h e  e x t e r n a l  cri t icism leveled aga ins t  NASA has centered on t h e  

f a i l u r e  t o  incorpora te  more women and minori ty  males i n  t h e  more h ighly  

s k i l l e d  and and h ighly  pa id  elements of t h e  work force.  

a g a i n s t  t h i s  charge i s  t h a t  few women and minority male candidates are 

a v a i l a b l e  f o r  t h i s  kind of employment e i t h e r  wi th in  the. agency o r  from 

t h e  outs ide .  

A t  the peak of t h e  

Thus, i t  is apparent 

Even wi th  dec l in-  

5 

S c a r c i t y  of Females and Minority Males i n  t h e  NASA - Related Work Force. 

The NASA defense 

The panel acknowledges the s p e c i a l  d i f f i c u l t i e s  involved, i n  

an agency focused on h ighly  spec ia l ized  technologies,  i n  moving any non- 

technical personnel i n t o  t echn ica l  pos i t ions  o r  even In to  admin i s t r a t ive  

Personnel  Management Information System, Minority Act ion and Count 
Report f o r  F i e c a l  Year 1975. 
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or profess iona l  support  pos t i t i ons .  

male employees who could make such a major s h i f t  m u s t  llndoubtedly be 

l imited.  Furthermore, it is t r u e  t h a t ,  on a na t iona l  b a s i s ,  t h e  exper- 

ienced c i v i l i a n  s c i e n t i f i c  and engineering work force ,  a s  of t h e  latest 

r e l i a b l e  census i n  1972, w a s  composed of only 3.5 percent  minori tes  and 

3.4 percent  women.6 

i n  t h e  numbers of minority and women graduates of engineering and s c i e n t i f i c  

educat ional  i n s t i t u t i o n s ,  though encouraging, does not s u b s t a n t i a l l y  alter 

t h e  r e l a t i v e l y  low proport ion of minor i t ies  and female3 i n  t h i s  s ec to r .  

111. 

The number of females and minority 

The f a c t  t h a t  there  is beginning t o  be some increase  

7 

Strengthening the  Current EO Program 

The first major aspect  of t he  NASA mandate t o  t h e  Academy was 

t o  seek out  ways i n  which the  agency can s t rengthen  its on-4oing equal 

opportunity program. 

e s s e n t i a l  t o  examine and assess a l l  aspects  of t h e  program. 

A. Assessing Where NASA Stands. 

To car ry  ou t  t h i s  assignment i t  was obviously 

One way of char t ing  progress  towards a 

s o c i a l  goa l  such as equal opportunity is t o  attempt t o  rank it  on t h e  

scale of a continuum l i k e  the  following: 

I I 
Non Issue  Concern Commitment Compliance Beyond Non 

I s sue  Compliance Issue 

"National Aeronautics and Space Administration' 6 Equal Employment Opportunity 
Program Could Be Improved," Report by the  Comptroller General t o  t h e  
Committee on Labor and Publ ic  Welfare, U.S. Senate, Aprfl  6 ,  1975, p. 21  
(The female component i n  the  minority percentage is not  broken out.  
percentages i n  the  engineering workforce are estimated at only about 1.6 
percent.  ) 

A repor t  of the  Engineers J o i n t  Council on Women and M n o r i t y  Engineering 
Graduates of March 1 2 ,  1975 reveals some rise i n  the  th ree  degree l e v e l s  
(BS, MS, PhD) f o r  women and minori t ies  i n  the  years  1972, 1973, and 1974. 
Women earn ing  t h e  BS increased from 525 t o  744, while blacks increased 
from 579 to 756. 

Female 
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I n  t h e  p a s t ,  represented by t h e  left-hand &-de o f  t h e  scale, 

equal  opportunity is displayed as a non-issue because it has no t  even 

been recognized as a problem. Progress is measured as movement occurs 

t o  t h e  r i g h t  across  t h e  scale. 

opportunity programs are d i r ec t ed  is t h e  non-issue po in t  a t  t h e  far 

r i g h t  where t h e  problem has  been solved. 

environment i n  which equa l i ty  has been achieved, t h e  concept has  been 

i n t e r n a l i z e d  88 p a r t  of r egu la r  behavior, and s p e c i a l  monitoring is 

no longer necessary. 

put i t s e l f  ou t  of business.  

for the millenium, p a r t i c u l a r l y  i n  l i g h t  of h a l t i n g  progress t o  da t e ,  

i t  never the less  should be recognized as t h e  ob jec t ive .  

where NASA stood only a few s h o r t  years ago when equal opportuni ty  became 

an i s s u e ,  i t  is evident t h a t  progress has  been made. 

indicate on any d e f i n i t i v e  or q u a n t i t a t i v e  b a s i s  where W A  s t ands  

today on t h i s  continuum. 

and t h e r e  are l ikewise  considerable d i f f e rences  i n  a t t i t u d e s  between 

var ious  levels of agency personnel. 

however, that NASA etands a t  a point between concern and commitment. 

The u l t ima te  goal towsrds which equal  

This po in t  r equ i r e s  an 

The equal opportunity s t a f f  should be  s t r i v i n g  t o  

While t h a t  goal may appear t o  be reaching 

Considering 

It is d i f f i c u l t  t o  

From center  t o  cen te r  t h e r e  are v a r i a t i o n s ,  

It is t he  consensus of the panel,  

The s e n i o r  adminis t ra tors  of NASA were "concerned" about equal 

oppor tuni ty  long before  t h i s  study w a s  i n i t i a t e d ,  and t h e  commissioning 

of t h i s  study emphasizes the degree of t h e i r  concern. 

vast d i f f e r e n c e  between concern and commitment. 

is of t e n  appl ied  r a t h e r  f r e e l y  in contemporary usage, without recogni t ion  

of its f u l l  implications.  I n  t h i s  study, t he  panel i n t e r p r 2 t s  t h e  word 

t o  mean cons i s t en t  behavior in support of an ob jec t ive  over a sus t a ined  

pe r iod  of time. 

But t h e r e  is a 

The word "commitment" 

A l l  dec is ions  having a p o t e n t i a l  t o  in f luence  t h e  
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achievement of t h a t  ob jec t ive  are taken on the  b a s i s  o? f u l l  considerat ion 

of the  impact of t he  decis ion on advancing toward t h e  eb jec t ive .  

ment implies  long-range s t r a t e g i c  planning t o  make the  b e s t  poss ib le  use 

of t h e  human and phys ica l  resources of t h e  agency i n  a t t a i n i n g  t h i s  

object ive.  

Commit- 

NASA's sen io r  adminis t ra tors  undoubtedly be i ieve  t h a t  they are 

committed t o  equal opportunity. They know how much t3sw they devote t o  

equal opportunity r e l a t e d  mattero, They know t h a t  agency resources 

channeled t o  equal opportunity a r e  being increased at  t h e  same time 

t h a t  NASA's o v e r a l l  budget and manpower are dec l in ing ,  

perceive t h e i r  pos i t i on  and how they are perceived by o thers  do not  always 

correspond. During i t s  inves t iga t ions ,  t h e  panel f requent ly  found t h a t  

NASA personnel at various l e v e l s  were asking whether the statements 

endorsing equal opportunity by top adminis t ra tors  represent  real commit- 

ment o r  a more o r  less pro forma at tempt  t o  demonstrate t h a t  something 

is being done. I n  t h e  absence of a f inne r  conviction concerning commit- 

ment at the  top,  t he re  remains a tendency t o  see equal  opportunity as a 

s i d e  i s sue  which can be f ixed much as a problem i n  a hardware program 

can be  f ixed  with some incremental addi t ion  of e f f o r t .  But t h e  physical  

problems associated with design and engineering of a spacecraf t ,  however 

d i f f i c u l t  i n  a technica l  sense,  are  more suscep t ib l e  t o  t h i s  kind of 

f i x  than problems of human re l a t ions .  

caused by s o c i a l  i nequ i t i e s  inher i ted  from t h e  pas t  are, i n  many r e spec t s ,  

more d i f f i c u l t  t o  resolve than the typ ica l  problems associated with 

achieving the  technica l  goals  of a space p ro jec t .  

But how they may 

In  o ther  words, t he  problems 

As noted above, many problems facing NASA i n  a t t r a c t i n g  women 

and minority males are, t o  an important degree, beyond NASA's competence 
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t o  r e so lve  exc lus ive ly  on its own. 

salaries, i n  comparison with the  p r iva t e  s e c t o r ,  is c e r t a i n l y  beyond 

NASA's cont ro l .  Moreover, t h e  agency, i n  f a c t ,  has been forced t o  

opera te  under the  c o n s t r a i n t s  of a ten-year per iod  of reduced man- 

power c e i l i n g s  as w e l l  as c e i l i n g s  on grade levels. 

The scale of en t ry  level  government 

The panel observed t h a t ,  while NASA's equal  opportunity p r o f i l e  

is being improved from a s ta t is t ical  measure, t h e  i n t e r n a l  s o c i a l  c l imate  

does not  seem t o  be changing as evenly o r  as s u r e l y  as might be  hoped. 

From t h e  viewpoint of t h e  women and minority male employees seeking equal  

opportunity,  progress is s t i l l  seen to  be  too slow. 

superv isors ,  s i g n i f i c a n t  elements have y e t  t o  accept t h e  impl ica t ions  of 

progress towards equal opportunity. On t he  cont ra ry ,  t he re  are still  

elements which perceive equal opportunity as e i t h e r  a d ive r s ion  away 

from t h e  agency's primary e f f o r t s ,  p o t e n t i a l l y  harmful t o  maintenance of 

NASA t echn ica l  s tandards ,  reverse  d iscr imina t ion ,  anotner burdensome 

in t e rven t ion  on t h e  p a r t  of Washington, o r  some combinstion of these.  

h o n g  f i r s t  l i n e  

Within t h e  equal opportunity s t a f f  a t  Headquarters and i n  t h e  

f i e l d ,  t h e r e  is considerable d i s s a t i s f a c t i o n  and a sense t h a t  the 

accomplishments are n o t  commensurate with t h e  l e v e l  of e f f o r t  going 

i n t o  t h e  program. 

t u n i t y  s t a f f s ,  the panel encountered numerous examples of t h e  view t h a t  

Among women and minority males and i n  t h e  equal  oppor- 

middle management levels, and p a r t i c u l a r l y  f i r s t  l i n e  supervisor8,  are 

too  i n c l i n e d  t o  emphasize t h e  obs tac les  t o  equal  opportunity r a t h e r  than  

making adjustmente which would f a c i l i t a t e  t h e  achievement of equal  oppor- 

t u n i t y .  

its conclusion t h a t ,  from an agency-wide p o i n t  of view, t h e r e  s t i l l  

remains a considerable way t o  go before reaching t h e  s t a g e  which can be  

Largely on t h e  b a s i s  of these cons idera t ions ,  t he  pane l  reached 
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clearly identified as commitment. 

Commitment, as the panel employs the term, implies a willingness 

to work for change in an environment that imposes consl-.raints on progress 

towards equal opportunity goals. The environment for the NASA equal 

opportunity program consists of both an internal and an external set 

of conditions. 

taken to move NASA's internal administration closer to equal opportunity 

the internal state cannot be changed sufficiently to realize ultimate 

goals without concurrent efforts to change the externe; environment. 

For example, as noted at other points in this report, the resource pool 

from which NASA can draw to expand its female and minority male work force 

will not be adequate unless steps are taken to increase the numbers. 

While there are important steps that can and should be 

Another class of actions to alter the external environment consists of 

NASA initiatives vis-a-vis other government organizations to remove 

barriers to change, e.g. Civil Service Commission reguZotions affecting 

recruitment, the complaints system, veterans preference, etc. 

B. The Statistical Record. For the past few years, since NASA has been 

concentrating on improving its equal opportunity perfarmance, it has made 

significant progress in boosting the percentage of women and minority males 

in its new hires. Of the 1,087 new hires in fiscal year 1975, 294 (27 

percent) were minorities while 489 (45 percent) were fsmle. 

hires, 162 (14.9 percent) were minorities. While the bulk of the minority 

and female hiring occurred in the non-professional categories, the percentages 

of females and minority males hired into professional positions indicated 

an impressive effort. 

were minorities and Ill (21.3 percent) were female. 

Of the female 

Of 522 new professional hires, 314 (21.8 percent) 

Of the female hires, 
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8 29 (or 5.6 percent)  were minor i t ies .  

These f igu res  would suggest that t h e  agency is making a se r ious  

e f f o r t  t o  compensate f o r  any pas t  shortcomings i n  t h e  observat ion of equal  

opportunity guidel ines .  But with such a l imi ted  l e v e l  of new h i r i n g ,  it 

w i l l  take t i m e  t o  show s i g n i f i c a n t  change i n  t h e  o v e r a l l  composition of 

t h e  NASA work force.  

A survey conducted by t h e  Director of P e r s o m e l  f o r  the Deputy 

Administrator i n  June, 1974 gives data on t h i s  matter.9 

comparisons emerged from t h i s  study as noted in Table 1. 

government as a whole, NASA is populated by a s ign i f i can t ly  higher  percentage 

of S and E's and profess iona ls ,  61% t o  33% respect ively.  In  t h e  e c i e n t i f i c  

Some i n t e r e s t i n g  

Compared t o  t h e  

and engineering category which represents 45.98 percent of NASA's s t r eng th ,  

3.45 percent  were minor i t ies  and 2.21 percent  were fernales. 

wide adjusted statistics showed the s c i e n t i f i c  and engineering category 

Government- 

represent ing 10.29 percent of employment. Of these s c i e n t i s t s  and engineers  

i n  a l l  o ther  agencies,  5.29 percent  were minor i t ies  and 2.58 percent  w e r e  

females. On t he  o the r  hand, i n  t h e  category of profess iona l  administra- 

tive employees, o the r  government agencies have a higher  percentage of 

employees than NASA, 22.62 percent  vs. 14.25 percent ,  respec t ive ly .  I n  

t h i s  category, the  o ther  agencies have 11.06 percent  minority and 22.51 

percent  female, while t he  comparable f igu res  f o r  NASA are only 4.10 per- 

cent  and 15.60 percent.  These da t a  ind ica t e  t h a t ,  given spFc ia l  EO 

problems with s c i e n t i s t s  and engineers, t h e  area where NASA's record 

Personnel Managesent Information System Report, Minority Action Count 
Report f o r  f i s c a l  year 1975. 

Memorandum to:  
Subject:  Additional Informstion on NASA EEO Ratios,  June 20, 1974. 
The da ta  reported i n  t h i s  survey a r e  as of June 30, 1973, but  no s ig-  
n i f i c a n t  changes t o  alter comparisons have occurred subsequently. 

9 
AD/Deputy Administrator from JP/Director of Personnel, 
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I 

compares most unfavorably with o ther  agencies is i n  the  p ro fes s iona l  

admin i s t r a t ive  category. 

Unless these  da t a  are put i n  t h e  proper contex t ,  t h e r e  is 

danger t h a t  NASA may be compared un fa i r ly  with o the r  agencies. 

f a c t  is t h a t ,  i f  i t  were poss ib le  (which i t  is  no t )  t o  break ou t  t h e  

s c i e n t i s t  and engineer category i n t o  s c i e n t i s t s  and engineers,  NASA 

would probably compare q u i t e  favorably wi th  t h e  rest of t he  government 

i n  the engineering category. 

category, i t  is f a i r  t o  poin t  out tha t ,  because NASA is such a technologi- 

c a l l y  o r i en ted  agency, even those holding p ro fes s iona l  admin i s t r a t ive  

pos i t i ons  must, i n  many cases,  have s c i e n t i f i c  o r  englnezring backgrounds. 

Therefore, even these  ranks are not  l i k e l y  t o  y i e l d  as much room f o r  

minori ty  male and female advancement as might be t h e  case i n  o t h e r  agencies. 

The Aff i rmative Action Plan  f o r  f i s c a l  1976 p resen t s  some ambitious 

The 

As f o r  t h e  p ro fes s iona l  admin i s t r a t ive  

goals f o r  p ro fes s iona l  h i r i n g  of women and minori ty  males i n  t h e  next 

f i s c a l  year  -- 23.8 percent and 16.3 percent ,  r e spec t ive ly .  Presumably 

an e f f o r t  w i l l  be  made t o  maximize the s c i e n t i s t  and engineers category 

among these  profess iona ls .  The AAP a l s o  calls f o r  several upward 

mobili ty programs designed to  increase the  female and minori ty  male composi- 

t i o n  of t h e  s c i e n t i s t s  and engineers and profess iona l -adminis t ra t ive  

work force.  

The A M  set out  as an objec t ive  f o r  t h e  coning year  t h e  es tab-  

l i s h i n g  of numerical goals and timetables f o r  t he  placeuent of females and min- 

o r i t y  males i n  pro€ess iona l  pos i t i ons ,  but i t  d id  not l n d i c a t e  what guide- 

l i n e s  should govern t h e  establishment of those goals.  

d i f f i c u l t  t o  a s c e r t a l n  j u s t  what p r inc ip l e s  and cons idera t ions  e n t e r  

i n t o  t h e  s e t t i n g  of EO goals i n  NASA. 

In f a c t ,  i t  is 
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Any realist ic assessment of the "numbers" aspect of NASA's 

EO program would discount those women and minority males employed 

e x p l i c i t l y  i n  the  EO program. 

ind iv idua l s  employed and the  grade levels. For NASA, as with any 

organizat ion,  a f a i r  evaluat ion of progress i n  equal  opportuni ty  would 

disal low the  skewing t h a t  stems from including EO personnel i n  the  count 

of women and minority males. 

c. Dyn amics of the  Equal Opportunity Process. I n  a l l  areas of administra- 

t i o n  i t  has come t o  be recognized tha t  process is an inporran t  element 

of t he  achievement of program goals.  

involved i n  dotng them are sometimes as important as what is done. The 

panel sought t o  discover  no t  only what NASA is  doing t o  implement an 

equal  opportunity program, bu t  how the dynamics of t h e  process are work- 

ing  t o  a f f e c t  the  climate i n  which the equal  opportunity program operates .  

This would apply both t o  numbers of 

How th ings  are cJone and who is 

The panel ' s  concerns r e l a t i v e  t o  the dynamics of t h e  process of 

equal  opportuni ty  wi th in  NASA can be summarized as follows: 

1. Equal opportuni ty  i s  perceived by the  radcing o f f i c i a l s  i n  

NASA, and t h e  same would have t o  be  sa id  f o r  t he  v a s t  major i ty  of o ther  

organiza t ions ,  as a more o r  less self-contained package of problems. 

so lu t ions  t o  these  problems are a l l  perceived t o  bear  an equal  opportunity 

l a b e l  of some kind. Solving the  problems tends t o  be regarded as a 

c o s t l y  exerc ise ,  with the  cos t s  measured i n  t i m e  and d o l l a r s  "diverted" 

from o t h e r  programs c e n t r a l  t o  the  purpose of the  agency. Few, i f  any, 

adminis t ra tors  have come t o  a t o t a l l y  d i f f e r e n t  view, one which looks 

on these  human resource i s sues  not  as problems bu t  as oppor tuni t ies .  

The 

By co r rec t ing  the  i n e q u i t i e s  i n  race  and sex r e l a t ionsh ips  which have 

e x i s t e d  i n  the  pas t  i t  i s  poss ib le  t o  upgrade and improve t h e  e n t i r e  
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process of managing human resources.  Many of t h e  i n e q u a l i t i e s  t h a t  need 

t o  be corrected a f f e c t  major i ty  males as w e l l  as women and minori ty  males. 

The near  absence of programs f o r  management development, the  inadequacy 

of communications between the  decision-makers and those who are a f f ec t ed  

by the  dec is ions ,  t he  dehumanization of t h e  bureaucra t ic  process -- t hese  

are a l l  problems which re fuse  t o  be  pigeonholed i n  an "equal opportunity" 

box. Face up t o  and dea l  w i t h  these  problems and an agency s tands  t o  

ga in  n o t  only an improved equal  opportunity p r o f i l e  but  z+ work fo rce  w i t h  

a higher  morale, an increased dedicat ion and a higher  standard of perfor-  

mance. 

2. Although the  l e v e l  of consciousness among NASA managers has 

been r a i sed  with respect t o  personnel decis ions involving equal  opportuni ty ,  

t he re  s t i l l  remains a tendency t o  think of equal  opportunity spasmodically. 

When a problem such as pending complaint arises, o r  when a r epor t  pertain- 

ing  t o  an equal  opportunity matter comes due, a manager thinks of t h e  i ssue .  

But t hese  are s p e c i a l  occasions outs ide t h e  normal realm of concern. 

3. The equal  opportunity s t a f f  tends t o  be  made up predominatly 

of women and minority males. They o p e r a t e  almost exclusively i n  t h e i r  

s p e c i a l  f i e l d  and they are perceived by o thers  as specialists,  no t  p a r t  

of an in t eg ra t ed  adminis t ra t ive  process. Equal opportunity o f f i c e s ,  i n  

Headquarters and i n  f i e l d ,  tend t o  become minority encJ.aves. Equal 

opportuni ty  may be perceived by those outs ide  the  program as t h e  only 

kind of a c t i v i t y  i n  which women and minority males can occupy themselves. 

Care must be taken t o  avoid a s i t u a t i o n  c h a r a c t e r i s t i c  of many govern- 

ment agencies  i n  which equal opportunity programs become the  main veh ic l e  

f o r  advancing yomen and minority males up the  grade ladder.  
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In an agency such as NASA, with its heavy emphasis on admin- 

istrative processes and management technique, there is some danger that 

a functional program such as equal opportunity can become a victim of 

administrative overkill. Just as administration can he too loose or 

too lean, so can it be too rigid or over staffed. Too much administra- 

tion, too much reporting and gathering of statistical data, too many 

meetings and committee activities can interfere with the achievement 

of real progress, becoming ends in themselves rather than means to ends. 

Such forms of endeavor take on the characteristics of "busy work." 

Finally, in commenting on the dynamics of th2 process, some 

attention needs to be given to the conflict and tension inherent in this 

struggle for a social goal. As those who work in this field know well, 

equal opportunity is a dangerous and frustrating career path. 

interviewee said at a field center, "It's easy to get fired working 

As one 

in this field." 

management representatives involved in equal opportunity matters are 

constantly being faced with hard choices. 

to avoid the difficult decision, to seek a compromise, to keep the 

conflict level low. 

Equal opportunity officials in the field and other 

Sometimes it may seem easier 

The idea of tension and conflict is certainly tlothing new in 

the NASA style of management. 

feature of a system which includes program management, institutional 

management, and functional management. These several lines of authority 

are inevitably competitive with each other to some degree. 

there is competition between the centers each of which operates with a 

high degree of autonomy. 

In fact structured tension is a recognized 

Moreover, 

If this kind of structured temion is accepted 
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as p a r t  of t he  NASA way of doing things,  what about another kind of 

tens ion  i n  the  area of equal  opportunity? Does the leadership of NASA 

a t  a l l  levels and i n  a l l  program areas  f u l l y  recognize the  s ign i f i cance  

of introducing another source of tension i n  the  agency and the  necess i ty  

of sus t a in ing  t h a t  tension f o r  the  achievement of socia!. equi ty? 

D. The adminis t ra t ion and management of t h e  equal  

opportunity program i n  NASA should be compatible with the organiza t iona l  

s t r u c t u r e  and adminis t ra t ive  processes of t he  agency. 

p r i n c i p a l  f ea tu re s  of NASA organizat ion is i ts  decent ra l ized  s t r u c t u r e  

i n  which the f i e l d  cen te r s  operate  with a high degree of autonomy. 

Equal Opportunity funct ions i n  the  centers ,  l i k e  every o ther  non-line 

a c t i v i t y  except aud i t  and inspect ions,  are a responsibility of cen te r  

management. The Assis tan t  Administrator f o r  Equal Opportunity has no 

l i n e  management con t ro l  but  performs e s s e n t i a l l y  a monitoring r o l e  with 

respec t  t o  the  equal opportuni ty  function i n  t h e  f i e l d .  

Def in i t ion  of Roles. 

One of t h e  

The 

The panel regards t h i s  s t r u c t u r a l  r e l a t ionsh ip  as e n t i r e l y  

n a t u r a l  and appropriate .  Only through such a s t r u c t u r e  can accountabi l i ty  

f o r  equal  opportunity be  vested i n  the chain of l i n e  management where 

i t  belongs. 

would be  counterproductive,  i n  t h a t  it would obscure l i n e  management 

accountabi l i ty .  

i n s t i t u t i o n a l  r e s i s t a n c e  as a deviat ion from the  norm i n  the  NASA 

s t r u c t u r e .  

Any attempt t o  cen t r a l i ze  equal  opportuniry a t  Headquarters 

Moreover such a move would set up var ious kinds of 

Within t h i s  bas i c  s t r u c t u r a l  framework, however, there is a 

real need f o r  def in ing  the  r o l e s  of the seve ra l  p a r t s  of the  agency 

t h a t  have an involvement i n  equal opportunity. The l i n e s  of account t  

a b i l i t y  and r e spons ib i l i t y  f o r  the  achievement of equal  opportunity i n  
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NASA seem not  t o  be w e l l  defined o r  well understood. 'fie equa l  oppor- 

t u n i t y  func t ion  i n  NASA has become a complex a r r ay  of r o l e s  and respon- 

s i b i l i t i e s  inc luding  advocating. advising, monitoring, supporting, and 

managing var ious  programs. Under law t h e  Equal Opportunity s t a f f  are 

designated t o  advise  and assist t h e  agency head and t h e  l i n e  management. 
10 

Nominally, t h e  agency head is  accountable and respons ib le  f a r  a s su r ing  

t h a t  l i n e  management, supported by Personnel Off ice  stF-Ef, opera tes  

according t o  equal opportunity l a w .  But t he  Equal Opportunity o f f i c e  

is  a l s o  requi red  t o  opera te  c e r t a i n  programs such as t h e  Federa l  Womens 

Program, the  Federa l  Contract Compliance Program and the  Spanish-speaking 

program. I n  some ins tances ,  moreover, equa l  opportunity o f f i c e s  have 

taken over ope ra t iona l  r e s p o n s i b i l i t i e s  through d e f a u l t  of o t h e r  elements. 

I n  practice,  what has happened i n  NASA is  thc. evolu t ion  of t h e  

EO r o l e  from a purely advisory o r  s t a f f  func t ion  i n t o  a p a r t l y  ope ra t iona l  

r o l e .  The EO s t a f f  members a r e  increas ingly  engaged i n  conducting programs, 

some of which go beyond those s p e c i f i c a l l y  mandated i n  t h e  l a w .  By 

becoming engaged i n  a multi tude of a c t i v i t i e s ,  t h e  appearance i s  given 

t h a t  l i n e  management's r e s p o n s i b i l i t y  and accoun tab i l i t y  f o r  equal  

opportunity are being p a r t i a l l y  t r ans fe r r ed  t o  o r  shared with t h e  equal  

oppor tuni ty  s t a f f .  Such fuzzing up of l i n e s  of a u t h o r i t y  is  f raught  

wi th  r i s k .  It takes  away from the  l i n e  manager's awareness that  he  o r  

she  is  u l t ima te ly  respons ib le  f o r  achieving equal  opportunity wi th in  

h i s  o r  h e r  u n i t .  Conversely, i t  weakens t h e  r o l e  of t h e  s t a f f  func t ion  

as a u d i t o r ,  monitor, advisor ,  f a c i l i t a t o r  o r  c r i t i c .  

lo U.S. Code, T i t l e  5 ,  Administrative Personnel, P a r t  713, Equal Opportuntiy 
and Executive Order 11478, Equal Employment Opportunity i n  Federal  Govern- 
ment, A p r i l  23, 1971. 
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The EO s t a f f ,  desp i t e  its expansion over r ecen t  years ,  remains 

small i n  comparison w i t h  personnel o f f i c e  s t a f f .  There i s  no way t h a t  

EO s t a f f ,  on t h e i r  own, can make equal opportunity happen. Y e t ,  wi th  

t h e  present  confusion regarding r o l e s ,  t h e r e  is a tendency f o r  many 

people t o  th ink  f i r s t  of the EO s t a f f  as being respons ib le  f o r  achieving 

NASA's EO goals.  

C l a r i f i c a t i o n  of r e spec t ive  r o l e s  and r e s p o n s i b i l i t i e s  as 

between l i n e  management, personnel and equal  opporturAty s t a f f s ,  i s  a 

p r e r e q u i s i t e  t o  any se r ious  e f f o r t  t o  s t rengthen  the  :*AM EO progran and 

t o  inc rease  t h e  prospects f o r  forward movement. Such c l a r i f i c a t i o n  could 

lead t o  a dec is ion  t o  r e t a i n  the  present b a s i c  d i v i s i o n  of r e s p o n s i b i l i t i e s ,  

while sharpening t h e  percept ion  of the l i n e - s t a f f  r e l a t ionsh ip .  Alterna- 

t i v e l y ,  i t  might be decided t h a t  t o o  much ope ra t iona l  and program type 

a c t i v i t y  has been given t o  t h e  equal opportunity s t a f f .  Some of these  

func t ions ,  i t  may be f e l t ,  should be reassigned t o  peraonnel. I f  personnel  

should be asked t o  assume new re spons ib i l i t y ,  i t  would have t o  be  given 

t h e  s t a f f  resources needed t o  f u l f i l l  t h a t  r e s p o n s i b i l i t y .  

The panel be l i eves  t h a t  as a minimum, NASA should t r y  t o  sharpen 

t h e  de l inea t ion  of t h e  l i n e s  of r e spons ib i l i t y  and accoun tab i l i t y  among 

l i n e  management, personnel and EO s t a f f .  I n  t h e  process of examinining 

r o l e s  and r e s p o n s i b i l i t i e s ,  moreover, f u l l  c o n s i d e r a t h n  should be  given 

t o  the  importance of preserv ing  the  bas ic  charac te r  of t h e  s t a f f  func t ion ,  

keeping it  unencumbered with program o r  ope ra t iona l  r e s p o n s i b i l i t i e s .  

In  considering how t o  sharpen o r  r ede f ine  r o l e s  and r e s p o n s i b i l i t i e s  , 
a t t e n t i o n  should be focused on what a func t iona l  o f f i c e  can properly be 

expected t o  do. 

both program and i n s t i t u t i o n a l  elements. 

Functional o f f i c e s  a re  intended t o  support l i n e  management, 

Functional o i f i c e s  develop and 
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advise line management on alternatives for action, programs, and operations 

to meet the legislative, regulatory or professional standards underlying 

the functional area, whether it be procurement, equal opportunity, 

personnel or other activity. 

In order for functional offices to have an effective working 

relationship with and a positive impact on line management, the represen- 

tatives of the functional office must be closely attuned to what i s  going 

on in the line. Unless functional offices have a realistic understanding 

of what line management is thinking and doing, they will not be able to 

provide realistic advice and support. A question the panel would raise 

for consideration by all concerned is how well do EO staffs understand 

the true nature of the line environment. A question which flows from 

this is what is line management doing to educate and inform EO staff on 

the significant activities of the line. 

E. Communications and Reporting. The adequacy of comunications represents 

a critical aspect of program administration. Information should flow 

regularly and freely upwards, downwards and laterally. Communication 

must be maintained effectively, both within all the elements of a functional 

office and between that office and the key points in the matrix organiza- 

tion in which it operates. 

Formal reporting of NASA equal opportunity activity in terms of 

statistical data would appear to be adequate for the needs of the program 

managers. 

Personnel Management Information System provides detailed and current 

information concerning minorities and women in the workforce.. Equal 

opportunity offices at the centers have reported until recectly on a 

quarterly basis to Headquarters highlighting EO developments and progress 

The inclusion of equal opportunity data in the monthly NASA 
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towards goals.  This repor t  format i s  being revised and the  r epor t  is 

cu r ren t ly  suspended pending t h a t  revis ion.  

The Equal Opportunity Council meets roughly every two o r  

th ree  months, providing a forum for discussion of prob?.ems involving 

the  cen te r  deputy d i r e c t o r  level. 

opportunity a t  the  General Management Review br ings  equal  opportunity 

matters before the  agency's top management on a monthly bas i s .  

The regular  repor t ing  on equal  

The foregoing summary covers only i n t e r n a l  KASA repor t ing .  

An add i t iona l  repor t ing  requirement is l a i d  on the  agency by t h e  Senate 

appropriat ions sub-committee which c a l l s  f o r  qua r t e r ly  r epor t s ,  the  prep- 

a r a t i o n  of which is  time-consuming and expensive i n  terms of s p e c i a l  

computer runs. The C i v i l  Service Commission r equ i r e s  add i t iona l  repor t ing ,  

also according t o  i ts  format. 

must be spent  on r epor t ing  t o  various overseers ,  bu t  there  is  l i t t l e  

prospect  of reconci l ing  t h e  report ing formats of t he  Commission and the 

Congress. 

It would s e e m  apparent t h a t  too much t i m e  

The adequacy of an organizat ion 's  information flow depends only 

i n  p a r t  on formal r epor t ing  systems. A t  least as important as formal 

systems are the  informal working re la t ionships  among a l l  those concerned 

with assur ing  the  success of a program. 

l a rge  volume of r epor t s  and s t a t i s t i c a l  da t a  being generated and the  

a t t e n t i o n  t o  equal  opportunity a t  meetings he ld  on many l e v e l s  t he re  

a r e  s t i l l  communication f a i l u r e s .  These f a i l u r e s  stem i n  l a r g e  measure 

from t h e  condi t ions mentioned above i n  the  sec t ion  OR Dynamics of t he  

Equal Opportunity Process. 

towards s o c i a l  change t o  win a t t en t ion  i n  an agency whose management i s  

o r i en ted  t o  technology. 

engineers  o r  technicians a r e  necessar i ly  more r a c i s t  or sexist than o the r  

The panel found t h a t  desp i t e  t h e  

It is an u p h i l l  b a t t l e  f o r  a program o r i en ted  

While there  is  no reason t o  be l i eve  t h a t  s c i e n t i s t s ,  
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groups i n  soc ie ty ,  they do become so caught up i n  t h e i r  areas of spec ia l -  

i z a t i o n  t h a t  s o c i a l  concerns tend t o  be forced i n t o  the  background. This 

he lps  t o  expla in  why the re  is such a wide gulf separa t ing  t h e  l i n e  manage- 

ment of NASA from the  equal  opportunity s t a f f .  Another reason f o r  t h e  

gulf  is t h a t  very few, i f  any, equal  opportunity s t a f f  Zersons understand 

the  t echn ica l  program of NASA s u f f i c i e n t l y  t o  play a f u l l  r o l e  i n  the  

c r i t i c a l  areas of decision-making which are t echn ica l ly  focused. 

To develop the  female and minority male work fo rce  components 

capable of tak ing  t h e i r  p lace  i n  the mainstream of NASA a c t i v i t y  i n  

the  years  ahead, i t  is obviously necessary f o r  t h e  Equal Opportunity 

s t a f f  t o  know the  k h d s  of profess iona l  and adminis t ra t ive  t a l e n t s  t h a t  

w i l l  be  needed. What w i l l  NASA look l ike t e n  t o  twenty years  i n  t h e  

fu tu re?  

who s t a f f  t h e  agency? 

scan t  guidance. 

f u t u r e  i n  d i s c r e t e  ca tegor ies  which separa te  the  s e t t i n g  of goals  f o r  

space and aeronaut ics  technology from goal  s e t t i n g  f o r  i1uman development. 

The "Outlook f o r  Space" is a recent  example of a forward planning e f f o r t  

which looked exc lus ive ly  a t  f u t u r e  options f o r  technica l  p r o j e c t s  without 

any cons idera t ion  of the  need f o r  involving minori ty  men o r  women o r  t h e  

i s s u e  of equal  opportuni ty .  

What kinds of educat ion and t r a i n i n g  w i l l  be needed f o r  those 

These are quest ions on which the  EO s t a f f  receives 

The t i m e  has  long s ince  passed f o r  thinking about t h e  

A second communications gap has  ex i s t ed  f o r  s 3 m s  t i m e  wi th in  

the  equal  opportuni ty  o f f i c e  a t  Headquarters between the  Ass i s t an t  Admin- 

i s t r a t o r  and the  s t a f f  members of the o f f i c e .  

gap can probably be a t t r i b u t e d  t o  the d i scon t inu i ty  i n  the  t r a n s i t i o n  of 

leadersh ip ,  some t o  the  in t e r -o f f i ce  c o n f l i c t s  t r a c i n g  back t o  the  earlier 

adminis t ra t ion ,  and some t o  the  f a c t  t h a t  t he  present  Ass i s t an t  Administrator 

Some of t h i s  communications 
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has u n t i l  r ecen t ly  lacked a deputy o r  any d iv i s ion  d i r e c t o r s .  The span 

of c o n t r o l  has  been too broad t o  permit good communications o r  e f f e c t i v e  

management. It is  t o  be hoped t h a t  the designat ion of a deputy and t h r e e  

d iv i s ion  d i r e c t o r s  ( fo r  i n t e r n a l  and ex te rna l  programs and EO complaints) 

w i l l  he lp  t o  improve the  flow of communications and the  o v e r a l l  e f f i c i e n c y  

of t he  Headquarters o f f i c e .  

new levels of au tho r i ty  are introduced i n t o  e x i s t i n g  s t r u c t u r e s .  A new 

hierarchy  can become an obs tac le  t o  communication. This i s  a danger 

t o  be avoided a t  a l l  cos t s  and f o r  which a l l  members of t h e  EO s t a f f  

should be on the  a le r t .  

A po ten t i a l  danger l u r k s ,  however, whenever 

A t h i r d  ccmmunlcations gap exists between the  Washington EO 

o f f i c e  and t h e  f i e l d ,  and from center  t o  center .  This gap stems p a r t l y  

from t h e  s t r u c t u r e  of  the equal  opportunity func t ion  and the f a c t  t h a t  

each center opera tes  with a high degree of autonomy. 

s t ances  the re  is  no  assurance t h a t  a l l  those who are working on equal  

opportuni ty  are w e l l  informed on what t h e i r  counterpar t s  are doing. 

Some kind  of information d i s t r i b u t i o n  mechanism I s  needed t o  accomodate 

a growing s t a f f  a c t i v i t y  with pol icy  guide l ines  i n  a state of f l u x ,  

r ap id  change i n  s t a f f i n g  assignments, and a d i v e r s i t y  of programs being 

conducted i n  more than a dozen d i f f e r e n t  f i e l d  loca t ions .  

Ucder these  circwn- 

For q u i t e  a while  considerat ion has been given to  var ious kinds 

of newsle t te rs .  

beyond the  absorp t ive  capac i ty  of p o t e n t i a l  readers  av3 t h a t  i t  is  hard t o  

s u s t a i n  reader  i n t e r e s t ,  t he  panel  never the less  sees some value i n  t h i s  

technique. But, because the re  are a number of d i f f e r e n t  audiences w i t h  

vary ing  degrees of i n t e r e s t ,  i t  would not be f e a s i b l e  t o  expect one 

newsletter t o  serve a l l  information needs. Di f fe ren t  communications 

devices  should be employed t o  serve  EO s p e c i a l i s t s ,  NASA employees, 

While recognizing tha t  newsle t te rs  tend t o  p r o l i f e r a t e  

I 
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l i n e  managers and supervisors  and the  general  publ ic .  A news service 

run out  of the  Washington EO o f f i c e  could serve a l l  th ree .  

F. Equal Opportunity Complaints System. The complairit sys t em i n  e f f e c t  

i n  NASA i s  prescr ibed by T i t l e  5 of the U.S. Code and by Executive Order. 

It would be d i f f i c u l t  t o  devise  a more complicated, cumbersome and t i m e -  

consuming means of hear ing complaints and processing them through t o  

reso lu t ion .  

with grievances from using the  formal channel. 

a t  m a x i m u m  e f f ec t iveness ,  r e l i e f  could be expected wi th in  s i x  months o r  

s o ,  whereas i n  p rac t i ce  the  average time i s  c l o s e r  t o  a year.  

less the  number of ind iv idua l  complaints f i l e d  during f i s c a l  year  1974 

increased t o  54 from a l e v e l  of 35 i n  the  preceding year.  

of t he  complaints were f i l e d  on the  bas i s  of race  o r  co lor  and sex, with 

age, n a t i o n a l  o r i g i n  and r e l i g i o n  being c i t e d  less frequent ly .  The AAJ?, 

i n  no t ing  t h i s  e sca l a t ion ,  calls f o r  an assessment of t h e  work climate 

of t h e  agency t o  determine the  underlying causes f o r  t h i s  increase .  

The d i f f i c u l t y  of making the  sys tem work discourages employees 

I f  the s y s t e m  operated 

Neverthe- 

The majori ty  

There are, perhaps, two ways of reading the  s ign i f i cance  of an 

inc rease  i n  complaints. 

ind iv idua ls  are d i s s a t i s f i e d  with what they perceive as discr imina t ion  

aga ins t  them. 

s e n s i t i z e d  t o  t h e i r  r i g h t s .  

ob ta in  co r rec t ive  a c t i o n  desp i t e  t he  prolonged and d i s rup t ive  na ture  of 

t h e  process.  Even i f  there  is  redeeming value i n  t h e  s t imu la t ion  of 

EO awareness, i t  is hardly consoling t o  see  a rise i n  t h e  incidence of 

formal complaints. 

t he  average complaint has s t r e t ched  ou t  even f u r t h e r  thsn  i n  previous 

years ,  involving heavy conrmitment of managerial r e s o u r c a  i n  the  l abyr in th i an  

process  of review. 

On the  negative s i d e ,  i t  suggests  t h a t  more 

On the  p o s i t i v e  s i d e ,  i t  suggests  t h a t  employees are being 

People are prepared t o  make t h e  e f f o r t  t o  

Because of t h i s  increase,  t he  t i m e  required f o r  processing 
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In  a s ses s ing  t h e  climate tha t  induces an increase  i n  formal 

complaints i t  may be we l l  t o  pay heed to some comments on t h e  p a r t  of 

s e v e r a l  i nd iv idua l s  a t  Headquarters and t h e  f i e l d  respons ib le  f o r  admin- 

i s t e r i n g  t h e  complaint process. 

is  an inadequate e f f o r t  t o  a d v e r t i s e  vacancies and t o  promote from wi th in .  

I n  t h e i r  view, a major source of complaints 

Reference has been made above t o  t h e  need f o r  informing 

Headquarters Equal Opportunity ‘of high l e v e l  vacancies. 

adopted p r a c t i c e  of adve r t i s ing  agency-wide a l l  pos i t i ons  of GS-14 

and above is  a s t e p  i n  the r i g h t  d i r ec t ion .  

a t  middle o r  lower ranges, t h e  problem e x i s t s  mainly at t h e  cen te r  l e v e l .  

Standard p r a c t i c e  a t  t h e  cen te r s  is  to  pos t  advertisexrents of vacancies  

The r ecen t ly  

With respect t o  openings 

on b u l l e t i n  boards at loca t ions  where most of t he  s p e c i f i e d  type of 

t a l e n t  i s  concentrated. Ind iv idua ls  i n  o the r  l oca t ions  may no t  see 

these  n o t i c e s ,  and vacancies are l e f t  open f o r  only f i v e  days. 

of i n t e r n a l  s k i l l s  a v a i l a b i l i t y  is limited.  

Information System (PMIS) does not  provide s u f f i c i e n t  d e t a i l  t o  be used 

f o r  t h i s  purpose. The maintenance of a s k i l l s  bank o r  r o s t e r ,  a suggest ion 

advanced on occasion, would be a cost ly  and burdensome device. 

f i n a l  a n a l y s i s ,  progress i n  bringing minor i t i e s  and women up t h e  ladder  

through i n t e r n a l  promotions w i l l  depend on t h e  motivation of management 

a t  a l l  l e v e l s .  This means t h a t  no l e v e l  of management can be content wi th  

making the r i g h t  no ises  and passing the r e s p o n s i b i l i t y  :lorn t o  t h e  next 

lower level. 

Canvassing 

The Personnel Management 

I n  t h e  

Another cause f o r  complaints concerns d iscr imina t ion  i n  s e l e c t i o n  

f o r  t r a i n i n g  oppor tuni t ies .  

t o  be  unwill ing t o  release s e c r e t a r i a l  and c l e r i c a l  he lp  t o  a t t end  t r a i n i n g  

courses f o r  o the r  than s e c r e t a r i a l  and clerical s k i l l s .  C i v i l  Service 

gu ide l ines  i n d i c a t e ,  however, t h a t  t r a i n i n g  oppor tuni t ies  should be 

Some f i r s t  l i n e  superv isors  are repor ted  
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Report on Assessment of NASA's Equal Employment Opportunity Counseling 
Program (undated). 

provided as long as the  s k i l l s  acquired could bene f i t  t he  agency. A s  

f o r  some of the  more high-level t r a in ing  programs a t  t h e  graduate 

un ive r s i ty  levFl ,  i t  is o f t en  argued t h a t  more women and minor i t i e s  

could be given such a chance f o r  self-improvement. 

The l e g a l  a spec t s  of t h e  formal complaints system pose heavy 

demands on NASA's l e g a l  s t a f f  and on the  OEOP which has  no s t a f f  lawyer. 

A l l  t h e  lawyers i n  the  General Counsel's o f f i c e  are a v a i l a b l e  t o  OEOP 

f o r  consul ta t ion  and a s s i s t ance ,  and one lawyer has  been designated 

t o  provide s p e c i a l  a s s i s t ance .  For the moment a t  least ,  t h i s  arrange- 

ment appears t o  be working s u f f i c i e n t l y  w e l l  t o  be maintained as i t  is .  

G. 

down on the  number of formal EO complaints f i l e d  under the  system 

Equal Opportunity Counseling Program. One of t h e  b e s t  ways t o  cut  

discussed above is t o  s e t t l e  as many d isputes  as poss ib l e  through 

informal  counseling and negot ia t ion .  

cons i s t ing  of 77 counselors  d i s t r ibu ted  throughout t he  agency, exceeding 

by a good dea l  the  CSC recommended r a t i o  of 500 employees pe r  counselor.  

NASA has e s t ab l i shed  a network 

A survey of t he  e f f ec t iveness  of the counseling program w a s  conducted 

as p a r t  of the agency EO self-evaluat ion.  
11 

Generally favorable  responses t o  the  counseling program w e r e  

received from the  th ree  elements of t he  survey sample having t h e  c l o s e s t  

f i r s t -hand  f a m i l i a r i t y  with the  system. These th ree  elements were t h e  

employees who had made use of the  s y s t e m ,  management personnel and the  

counselors  themselves. The expressions of p o s i t i v e  f ee l ings  about t he  

program have increased s ince  the  l a s t  inquiry conducted by t h e  C i v i l  
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Service Commission in 1973. The latest survey drew the conclusion that 

counselors are consldered very effective in seeking solutions to EO 

problems. 

Not surprisingly, however, some respondents expressed negative 

views, finding fault with various aspects of the counsding process. 

of the criticisms cited were: limited credibility of the counseling 

program, lack 9 t  management commitment and the need for additional training. 

These criticisms suggest that there are still employees who do not seek 

redress of discrimination-based grievances in the belief that the system 

will not work for them. The results of the above-mentioned survey to the 

contrary notwithstanding, there was evidence at all of the field centers 

visited by the panel of a fairly widespread lack of confidence at grass 

roots levels in either the counseling system or the complaints system 

as a means of redressing discriminatory treatment. 

Sone 

Complaints of reverse discrimination are surfacing in both the 

counseling program and the formal complaint process. 

tions that some elements of the white male work force v€ew equal opportunity 

as a form of reverse discrimination. 

such complaints will continue to increase as the female and minority male 

components of the workforce grow. Certainly one of the most difficult 

areas of decision-making in the equal opportunity field is t o  draw that 

fine line which distinguishes an aggressive equal opportmity program 

from one which discriminates against males and non-minorities. 

Ha Equal Opportunity and Personnel Administration. Movement towards 

equal opportunity is highly dependent on effective collaboration between 

personnel offices and equal opportunity offices at all levels of organ- 

ization. There is one school of thought which holds that EO is best 

There are indica- 

It would seem highly likely that 

I 
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assured i f  i t  is  in tegra ted  within the personnel func t ion .  A few agencies, 

including the  Department of Commerce, have achieved some success by 

r e t a i n i n g  EO wi th in  the  personnel o f f i c e ,  although t h h  runs counter 

t o  the  Civ i l  Service guidel ines .  The argument f o r  t h i s  i n t e g r a t i o n  

oontends t h a t  EO o f f i c e r s  w i l l  l e a r n  more about personnel  and b e  more 

e f f e c t i v e  i n  promoting EO i f  they are i n  the  personnel system. 

c l o s e r  t o  being i n  t h e  agency mainstream and less sub jec t  t o  t he  r isks 

of being an i n s t i t u t i o n a l  and s o c i a l  enclave. Conversely, personnel 

o f f i c e r s  w i l l  become more EO-oriented by working more c lose ly  wi th  EO 

s p e c i a l i s t s  on a d a i l y  bas i e .  

They are 

I n  the panel ' s  view, however, t h e  weight of evidence remains 

on t h e  s i d e  of t h e  C i v i l  Service in s t ruc t ion  providing that Equal 

Opportunity should be a sepa ra t e  funct ion r epor t ing  d i r e c t l y  t o  the  head 

of t he  agency. Whenever NASA should a r r i v e  a t  t h a t  golden era when 

equal  opportuni ty  has  been achieved, the  r e s p o n s i b i l i t y  f o r  maintaining t h e  

EO watch can be t r ans fe r r ed  t o  personnel. That day is  too  f a r  i n  the  

f u t u r e  t o  warrant cons idera t ion  now. It w i l l  a r r i v e  only when equal  

opportuni ty  has  become an ingrained i n s t i t u t i o n a l  r e s p o n s i b i l i t y  of a l l  

NASA management, both l i n e  and s t a f f ;  and a l l  the  i r r e l e v a n t  b a r r i e r s  

have been removed, assur ing  t r u l y  open access t o  a l l  of t he  job market. 

I n  t h e  meanwhile, personnel po l icy  and procedures deserve c lose  sc ru t iny ,  

as they represent  t h e  main arena i n  which the equal  opportuni ty  s t rugg le  

is waged. 

The panel  has observed a good working r e l a t ionsh ip  between 

personnel  o f f i c e s  and equal  opportunity o f f i c e s  a t  Headquarters and i n  

t h e  f i e l d .  Reporting systems es tab l i shed  by the personnel o f f i c e ,  i n  

p a r t i c u l a r  the PMIS system, p e r m i t  up t o  da te  t racking  of da t a  on 
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minor i t i e s  and females i n  the  work force.  Personnel o f f i c e s  have taken 

the  i n i t i a t i v e  o r  helped t h e  equal  opportunity o f f i c e s  i n  developing a 

number of programs t o  speed progress  towards equal  opportunity.  

Nevertheless,  bo t t lenecks  remain i n  a number of personnel  po l i cy  

areas. 

accentable  l e v e l  of female and minority m a l e  reDresentation. 

most s e r i o u s  shortcomings i n  equal opportunity performances on t h e  p a r t  

of the  agency personnel s t a f f  is  t h e  f a i l u r e  t o  achieve h igher  r a t i o s  of 

minori ty  males and females within a number of cen te r  persorne l  o f f i c e s .  

NASA has y e t  t o  achieve a personnel p r o f i l e  a?proaching an 

One of t h e  

The following discussion h igh l igh t s  some of the  more important 

p o s i t i v e  and negat ive aspec ts  of personnel po l icy  with respec t  t o  equal  

oppor tuni t  q . 
1. Supervisor Evaluation. The importance of eva lua t ing  

superv isors  f o r  t h e i r  equal  opportunity performance is widely recognized 

as a device f o r  moving towards equal  opportuni ty .  A requirement f o r  

inc luding  EO i n  superv isors '  evaluat ions was contained i n  t h e  NASA 

Affirmative Action Plan f o r  calendar year  1974. l2 

later,  when the  AAP f o r  f i s c a l  year  1976 w a s  i s sued ,  t h a t  document s t a t e d :  

"Processes f o r  holding middle management accountable f o r  day-to-day imple- 

mentation of the  EO program are n o t  uniformly e f f e c t i v e  throughout the 

agency. 

raise awareness level, and hold accountable subordinate superv isors  

f o r  t h e  at ta inment  of EO goals ... 

But nea r ly  18 months 

I n s t a l l a t i o n  d i r e c t o r s  were aga in  c a l l e d  cn t o  "Motivate, 

1114 

l2 Affirmative Action Plan, Equal Employment Opportunity, f o r  Calendar Year 
1974, Nat ional  Aeronautics and Space Administration, Washington, D.C., 
January 25, 1974, p.  43. 

Aff i rmative Action Plan, 1976, &. &., p .  50. 
13 

14 
-9 Ib id  ' p. 50. 
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There are several explanations f o r  the  s l ippage  i n  f u l f i l l i n g  

the  requirement i n  the  e a r l i e r  AAP. I n  the f i r s t  p lace ,  t he  preparat ion 

of superv isors '  evaluat ions has been a somewhat neglected area of admin- 

i s t r a t i o n  i n  the  agency as a whole. 

i ts  own procedures. 

performance is  watched c lose ly  while adminis t ra t ive performance usua l ly  

rece ives  far  less a t t e n t i o n ,  i f  any at a l l .  

important c r i t e r i o n .  

Each center  follows more o r  less 

A s  might be expected i n  a t echn ica l  agency, t echn ica l  

EO i s  not  considered an 

Judgments vary from center  t o  cen ter  as t o  whether evaluat ions 

should be documented formally by means of a standard form o r  l e f t  t o  

an informal  exchange between employee and supervisor ,  as i n  the  Work I 

Planning and Progress Review (WPPR) system. 

mented i n  NASA up t o  t h e  present ,  calls f o r  no w r i t t e n  record.  

be argued t h a t  the  informal WPPR approach holds more promise f o r  

meaningful interchange on job and r e l a t ed  matters between employee 

and supervisor  than the  formali ty  of f i l l i n g  out  a farm t o  be entered 

i n  a personnel fo lder .  

eva lua t ing  EO performance, superiors  may not  take se r ious ly  t h i s  aspec t  

of a subordinate 's  conduct. 

f o r  promotion, many supervisors  tend t o  discount the  importance of t h e i r  

evaluat ions.  

WPPR, as i t  has  been imple- 

It can 

Even i f  there  i s  a p lace  on ouch a form f o r  

Moreover, s ince  the re  are s o  few oppor tuni t ies  

Under t h e  Civil  Service sys t em f o r  i n s t e p  s a l a r y  Increases ,  

those increases  have become v i r t u a l l y  automatic, even thocgh they may 

not  have been intended t o  be s o  when the  system was set up. In  order  

t o  prevent an in s t ep  increase ,  a supervisor must shoulder the  burden 

of proof i f ,  f o r  example, he wanted t o  pena l ize  a subordinate  f o r  

inadequate equal opportunity conduct. N o  such a c t i o n  has ever been 
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taken i n  NASA, and the re  appears t o  be l i t t l e  o r  no leverage here  f o r  

advancing equal opportunity.  

Once again,  the  problem i s  one i n  which NASA’s l a t i t u d e  is 

l i m i t e d .  The real flaw r e s t s  i n  a system which grants  s a l a r y  increases  

on a negat ive b a s i s ,  i f  an employee’s record contains no negat ive 

invormation, r a the r  than on a pos i t i ve  b a s i s ,  rewardicg above average 

performance. 

2. Feeder Programs. Over the  years ,  the  cen te r s  have employed 

a considerable  range of innovat ive feeder programs f o r  channeling 

promising candidates i n t o  the  agency. 

e f f e c t  t o  a t t r a c t  females and minority males. 

enrollment i n  the  Cooperative Education Program increcsed from 18.3 per- 

cent  (133) and 12.6 percent (92) respect ively i n  mid 1973 t o  22.4 per- 

cent  (194) and 16.7 percent  (145) by the end of March, 1974. 

These are being used with good 

Female and minori ty  male 

A National Aerospace Fellowship Program, s t a r t e d  i n  March 1974, 

has b u i l t  up t o  a present  t o t a l  of 50 j u n i o r  and sen io r  co l lege  s tudents  

i n  engineer ing and science courses who spend two working summers a t  NASA 

i n s t a l l a t i o n s .  O f  the  50, 4 3  are minority and 1 7  f e u l e .  A f e d e r a l  

junior scholarship program of 30 s tudents  operates  f o r  the  Washington 

metropol i tan area a t  Goddard Space Fl ight  Center. Similar  college-based 

programs are conducted by most of the f i e l d  centers .  

Recognizing t h a t  the  motivation f o r  en te r ing  i n t o  careers i n  

sc ience  and engineering has t o  be developed a t  the pre-college l e v e l ,  

s e v e r a l  cen ters  have developed feeder programs with l o c a l  schools ,  going 

down t o  the  jun io r  high school  level .  

i n  a t t r a c t i n g  minor i t ies  and females i n t o  any type of s c i e n t i f i c  or 

t echn ica l  e n t e r p r i s e  and deserve f u l l  support  not  only wi th in  NASA 

These programs a r e  indispensable  
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but from a l l  government agencies concerned with equal  opportuni ty  i n  

education. 

3. Recrui t ing.  A s  might be expected i n  such a h ighly  

decent ra l ized  agency, there  are wide d i f f e rences  from center  t o  cen te r  

i n  t h e  l e v e l  of e f f o r t  and the  e f fec t iveness  of r e c r y i t i n g  designed 

t o  improve the  equal opportunity p ro f i l e .  There appears t o  be a good 

dea l  of unproductive a c t i v i t y  -in r e c r u i t i n g  v i s i t s  t o  educat ional  

i n s t i t u t i o n s .  Too l i t t l e  advance preparat ion o r  too  few p o t e n t i a l  

candidates t o  warrant the  v i s i t  have both been f a c t o r s  i n  l i m i t i n g  

ret urns. 

The formation of the  Equal Opportunity Profess iona l  r e c r u i t i n g  

o f f i c e  i n  the  headquarters Off ice  of Personnel has been B p o s i t i v e  s t e p  

towards coordinat ing and r a t iona l i z ing  the  o v e r a l l  r e c r u i t i n g  e f f o r t .  

An e f f e c t i v e  t o o l  produced by t h i s  o f f i ce  is t he  r epor t  produced i n  the  

la te  summer of 1975 on the  r ec ru i t i ng  universe  f o r  female and minori ty  

male profess iona ls .  

r e f e r r a l  point  f o r  a l l  the  centers  should he lp  t o  assure b e t t e r  informed 

and more productive r e c r u i t i n g  throughout the  agency. 

15 The exis tence of t h i s  o f f i c e  as a clearinghouse and 

Ef fo r t s  t o  improve NASA’s EO p r o f i l e  through r e c r u i t i n g  should 

c e r t a i n l y  not  be confined t o  t h e  entry l e v e l  profess iona ls .  

gains  can be scored a t  both higher l eve l s  and i n  the  non-professional 

ca tegor ies .  

favorable  environment f o r  equal opportunity than by p lac ing  minor i t i e s  

Important 

There is probably no more e f f e c t i v e  way of  promoting a 

j 5  “An Analysis of the  Recrui t ing Universe f o r  Female/Minority Candidates 
f o r  NASA Profess iona l  Occupations,” repor t  prepared i n  the  NASA Head- 
q u a r t e r s  Office of Personnel Equal Opportunity Profess iona l  r e c r u i t i n g  
o f f  ice. 
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and women i n  leadersh ip  pos i t ions .  By t h e i r  very presence,  they c r e a t e  

pressures  f o r  EO and f o s t e r  a favorable atmosphere f o r  equal iz ing  the  

mix of the  work force.  Only on one occasion when NASA has  gone outs ide  

t o  r e c r u i t  f o r  a high managerial post  has  i t  loca ted  a minori ty  candidate ,  

ou t s ide  of the equal  opportuni ty  funct ion i t s e l f .  I n  f a c t ,  t h e  Equal 

Opportunity o f f i c e  has not  been consulted on such moves. 

needs t o  be corrected.  The panel endorses the  AAP proposal  t o  include 

minor i t i e s  and females among t h e  s h u t t l e  crew members. 

This overs ight  

A t  the  o the r  end of the  r ec ru i t i ng  spectrum, a s i g n i f i c a n t  

p a r t  of t h e  problem l ies i n  non-professional and non-supervisory ca tegor ies  

where t h e  bulk of NASA openings have occurred under the  s t r i n g e n t  grade 

l e v e l  c e i l i n g s  imposed on t h e  agency. One of t h e  major impediments t o  

h i r i n g  minor i t i e s  a t  whatever l e v e l  is the l imi t ed  number of such 

candidates  appearing on the  CSC r e g i s t e r s .  

have d i r e c t  h i r e  au tho r i ty  f o r  en t ry  l e v e l  engineer ing pos i t i ons ,  

a l l  o t h e r  GS and wage board pos i t ions  are f i l l e d  by i n d i r e c t  h i r i n g  from 

t h e  r e g i s t e r s ,  by t r a n s f e r s  o r  by persons with re-employment r i g h t s .  

Some cen te r s  have gone to  g r e a t  lengths t o  encourage minori ty  representa- 

t i o n  on t h e  r e g i s t e r s  r e ly ing  on volunteer help from cen te r  employees 

i n  t h e  l o c a l  communities. The GAO repor t  calls  for t he  Commission and 

NASA t o  i d e n t i f y  the  b a s i c  causes of t h e  problem wi th  t h e  r e g i s t e r s  

and take whatever measures are necessary t o  dea l  wi th  i t .  l6 I n  t h e  

pane l ' s  view t h j s  represents  a c r i t i c a l  area f o r  remedial  ac t ion .  

While some NASA cen te r s  

4. Building the  Resource Pbol .  It is obvious t h a t  equal  

opportuni ty  is  not going t o  be  achieved, e i t h e r  i n  NASA o r  i n  any 

l6 GAO r epor t ,  9. e., P.  24 .  
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o the r  advanced technology organizat ion,  u n t i l  the  resource pool f o r  

h i r i n g  of females and minority males i s  s u b s t a n t i a l l y  increased.  It 

is  equal ly  obvious t h a t  no s i n g l e  agency has  the  capab i l i t y  t o  e f f e c t  

s i g n i f i c a n t  change i n  the  s i z e  of t h e  resource pool. Only a combined 

and coordinated e f f o r t ,  involving t h e  p a r t i c i p a t i o n  of government and 

t h e  p r i v a t e  s e c t o r ,  can b r ing  about a major s h i f t  i n  t he  make-up of 

enrollment i n  the  na t ion ' s  t echn ica l  i n s t i t u t i o n s .  

Although NASA has worked extensively with educa t iona l  i n s t i -  

t u t i o n s  i n  many d i f f e r e n t  programs designed t a  increase  the  resource 

pool,  i t  has done s o  pr imari ly  on i t s  own, without j o in ing  i n  t h e  kind 

of co l l abora t ive  e f f o r t  needed t o  make a real impact. 

The panel  be l ieves  t h a t  NASA should become f a r  more a c t i v e l y  

involved with and p lay  a leadersh ip  r o l e  i n  such a co l l abora t ive  e f f o r t  

The Committee on Minor i t ies  i n  Engineering represents  t h e  b e s t  veh ic l e ,  

and NASA should increase  i t s  p a r t i c i p a t i o n  i n  the  Committee's work. 

5. Upward Mobili ty.  In addi t ion  to ex te rna l  r e c r u i t i n g ,  

equal  opportuni ty  programs must provide f u l l y  f o r  upward mobil i ty .  

Given t h e  admitted d i f f i c u l t y  of providing upward mobil i ty  f o r  non- 

t echn ica l  personnel  i n  a technica l  organizat ion,  t he re  are nonetheless  

a number of ways i n  which t h e  prospects of females and minori ty  males 

f o r  advancement can be improved. During 1974, a l l  NASA i n s t a l l a t i o n s  

implemented at least one of t h ree  NASA nation-wide upward mobi l i ty  train- 

ing agreements approved by the C i v i l  Service Commission. Every i n s t a l l a -  

t i o n  has  upward mobi l i ty  t r a i n i n g  ava i l ab le  f o r  its employees. Of a 

to ta l  of 734 employees p a r t i c i p a t i n g  i n  t h i s  t r a i n i n g  i n  calendar  '74, 

299 w e r e  non-minority females, 103 were minori ty  females, b u t  only 23 

w e r e  non-minority males. 
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Training programs are of l i t t l e  va lue ,  o r  even of nega t ive  

value,  unless  they lead  t o  career advancement f o r  those who success fu l ly  

complete the  t r a in ing .  During f i s c a l  year  1975 the re  were a t o t a l  

of 3,090 promotions i n  NASA of which 400 o r  12.9 percent  were awarded 

to  minor i t ies  and 1,080 o r  35 percent went t o  females of whom 194 were 

minor i t ies .  These f i g u r e s  represent  considerable  gair. over  t h e  previous 

year .  
1 7  

An examination of t h e  breakdown of these  f i g u r e s  between 

p ro fes s iona l  and non-professional ca tegor ies ,  as shown below, reveals 

t h a t  women and minori ty  men are s t i l l  r ece iv ing  a s m a l l  sha re  of 

promotions i n  the  upper l e v e l s .  These f i g u r e s  r e in fo rce  the  v i e w  t h a t ,  

d e s p i t e  a l l  the  e f f o r t  being devoted i n  var ious  areas of personnel 

a c t i v i t y ,  t he  rate of i n t e r n a l  change i n  t h e  s t a t u s  of women, p a r t i c u l a r l y  

minori ty  women, and minori ty  men i s  s t i l l  q u i t e  gradual .  

While a l l  o f  t h e  personnel programs seem t o  be  s t e p s  i n  t h e  

r i g h t  d i r e c t i o n ,  t he  ques t ion  t h a t  m u s t  be addressed i s  whether they,  

toge ther  with a l l  t h e  o the r  equal  opportunity a c t i v i t y  in t h e  agency, 

r ep resen t  a comprehensive and systematjlc approach t o  change under a 

considered management s t r a t e g y .  That i s  t h e  ques t ion  addressed i n  t h e  

f i n a l  s e c t i o n  of t h i s  r epor t .  

l7 The breakdown of these  promotion f i g u r e s  f o r  p ro fes s iona l  and 
non-professional pos i t i ons  is shown below. 

Profess iona l  
T o t a l  promotions 1404 
non-minority male 1073 (76.4%) 
non-minority female 211 (15.0%) 
minor i ty  male 90 (6.4%) 
minor i ty  female 30 (2.1%) 

Non-professional 
1686 

731 (43.4%) 
675 (40.0%) 
116 (6.9%) 
164 (9.7%) 
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I. Minority Business Enterpr ise .  Responsibi l i ty  f o r  NASA con t r ac t ing  

wi th  minori ty  business firms f a l l s  under the  procurement o f f i c e  and, 

s p e c i f i c a l l y ,  the  Small Business Advisor of t h a t  o f f i c e .  Within the  

Headquarters Off ice  of Equal Opportunity the re  is  a l s o  a s t a f f  member 

who s p e c i a l i z e s  i n  minority business  and cons t ruc t ion  compliance. I n  

the  p a s t ,  t he re  h a s  been some question as t o  how f a r  t h e  EO o f f i c e  should 

go i n  exe rc i s ing  opera t iona l  con t ro l  over t h i s  funct ion.  

t o  be recognized t h a t  t he  EO o f f i c e  should serve  s t r i c t l y  i n  a monitoring 

capac i ty  and as a f a c i l i t a t o r  and advisor.  

Now i t  appears 

I n  f i s c a l  year  1975, NASA's t o t a l  minori ty  business  awards 

I n  amounted t o  near ly  $28 mi l l i on  out  of $2.3 b i l l i o n  i n  con t r ac t s .  

1970, i t  should be noted, minori ty  business awarcis ~ u i d k d  G=> $??,C!C!n. 

It should a l s o  be noted t h a t  t h e  vast bulk of NASA con t r ac t ing  is beyond 

the  capac i ty  of minority f i rms t o  bid. 

con t r ac t  f o r  goods and s e r v i c e s  requi r ing  a lower o rde r  of t echn ica l  

c a p a b i l i t y .  This f a c t  needs t o  be taken i n t o  account i n  consider ing 

t h a t  NASA ranks i n  a low t o  medium pos i t ion  among o the r  c i v i l i a n  agencies 

18 

Most o ther  government agencies 

i n  percentage of awards t o  minori ty  business .  

The d i f f i c u l t i e s  fac ing  NASA i n  con t r ac t in s  with f i rms owned 

and operated by women o r  minor i t i e s  are comparable t o  d i f f i c u l t i e s  

encountered i n  the  employment f i e l d .  Rela t ive ly  f e w  such f i rms have 

t h e  soph i s t i ca t ed  t echn ica l  competence t o  p a r t i c i p a t e  i n  space and 

aeronaut ics  programs. 

c o n t r a c t s ,  $ 1 3  mil l ion  w a s  awarded under Section 8 (a )  of t h e  Small 

Business Administration procurement au tho r i ty  which provides a p r e f e r e n t i a l  

In  f a c t ,  of t he  $28 mi l l i on  i n  las t  yea r ' s  minori ty  

Summary Report of NASA's  Minority Business Enterpr i se  Program, prepared 
by Small Business Advisor, Office of Procurement, undated. 

18 
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non-competitive s t a t u s  f o r  s m a l l  businesses.  

I n  Ju ly  of 1974 each of  t he  centers  e s t ab l i shed  Minority 

Business Enterpr i se  Councils under the Chairmanship of the  cen te r  

deputy d i r e c t o r s .  

as an ind ica t ion  of i n t e n t ,  t h e i r  real va lue  has y e t  t o  be e s t ab l i shed .  

The eva lua t ion  of t h e i r  e f f ec t iveness  t h a t  has been planned f o r  some 

t i m e  should be i n i t i a t e d  without f u r t h e r  delay.  

Although t h e s e  counci ls  may p ro jec t  a good image 

The g r e a t e s t  opportunity for  i nc reas ing  minority business  

awards is thought t o  l i e  i n  subcontract ing;  s i n c e  very few minori ty  

f i r m s  have the  capab i l i t y  t o  serve  i n  t h e  prime cont rac tor  ro l e .  

Because NASA is s o  heavi ly  r e l i a n t  on con t r ac t ing  f o r  accomplishing 

i t s  mission, i t  must, by necess i ty ,  look t o  i t s  c o n c r d c i ~ l s  :G p.rsmcte 

minori ty  business .  

example, i t  w a s  spec i f i ed  t h a t  some preference would be given t o  proposals  

having good plans f o r  minori ty  business subcontract ing.  

innovat ion i n  Phase Two of the  cont rac t  w a s  t he  requirement f o r  20% sub- 

con t rac t ing  with minority firms. 

€emale and minority male f i rms i n t o  subcontractor  r o l e s  should no t  be 

seen a s  a s u b s t i t u t e  f o r  cont inuing emphasis on increas ing  t h e  r a t i o  

of prime con t r ac t s  with such firms. 

I n  the  RFP f o r  t h e  s h u t t l e  p r i m e  con t r ac t ,  f o r  

A laudable  

However, t he  e f f o r t  t o  br ing  more 

L a s t  year a new series of technology t r a n s f e r  seminars w a s  

i n i t i a t e d  j o i n t l y  by NASA's  Equal Opportunity o f f i c e ,  t he  Technology 

U t i l i z a t i o n  Off ice  and the  Off ice  of Minority Business Enterpr i se  of 

the Department of Commerce. 

businessmen a f a m i l i a r i t y  with t h e  p o t e n t i a l  f o r  new business  ventures  

based on NASA technology spin-off.  Attendees are afforded opportuni ty  

t o  access  the  da t a  base of t he  seve ra l  I n d u s t r i a l  Applicat ions cen te r s .  

The seminars are intended t o  give minori ty  
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Bringing minority business  i n t o  a pos i t ion  t o  compete i n  such advanced 

f i e l d s  is undoubtedly a long-term proposi t ion,  and i t  would be  unwise 

t o  expect too much too soon. Nevertheless t he  e f f o r t  deserves sus t a ined  

support .  

J. Contract Compliance. While the  Office of Equal Opportunity Program 

r e s p o n s i b i l i t y  f o r  minority business  is one of  monitoring and advis ing  

only,  t h e  Off ice  has a program management r e s p o n s i b i l i t y  f o r  con t r ac t  

compliance. 

NASA cons t ruc t ion  cont rac tors  a r e  awardable from an EO s tandpoint .  They 

NASA's  equal  opportuni ty  s t a f f  determines whether prospec t ive  

conduct the  reviews of the construct ion cont rac tors  t o  assure  t h a t  they 

comply with Executive order ,  i t ' s  implementing regula t ions  and Off ice  of 

Federal  Contract Compliance, (OFCC) approved b i d  condi t ions.  

The e f f ec t iveness  of construct ion review a c t i v i t y  i s  l imi t ed  

i n  several ways.  

from OFCC i n  the cons t ruc t ion  compliance program, and p a r t i c u l a r l y  wi th  

A major problem has been the  l ack  of s p e c i f i c  guidance 

regard t o  cons t ruc t ion  ou t s ide  of metropolitan areas opera t ing  under a 

compliance plan. 

on l o c a l l y  (home town) o r ,  f a i l i n g  loca l  agreement, imposed by OFCC. But 

nea r ly  ha l f  of the NASA cen te r s  are loca ted  i n  areas not  covered by such 

p lans ,  and the re  are no adequate guidel ines  f o r  compliance i n  these  areas. 

Such metropol i tan plans are e i t h e r  drawn up and agreed 

19 

Further ,  OFCC provides no t r a i n i n g  f o r  compliance o f f i c e r s  t o  

he lp  i n  dea l ing  with complex and highly con t rove r s i a l  i s s u e s  t h a t  arise 

i n  reviewing cont rac tor  compliance. 

Kennedy Space Center is  t h e  only NASA cen te r  i n  a non-plan area t o  
develop i ts  own p lan  f o r  contract  compliance. That p lan  is  now under 
review by the  OFCC which is  consider ing adopting i t  as a model f o r  
t h e  areas of the  country not covered by a metropol i tan r eg iona l  plan.  
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I 

An i n t e r n a l  problem f o r  NASA i n  con t r ac t  compliance stems from 

the  smal l  number of s t a f f  people assigned t o  t h i s  r e s p o n s i b i l i t y .  Tl~c 

con t rac t  compliance s t a f f  and budget were g r e a t l y  reduced when the  con t r ac t  

compliance r e s p o n s i b i l i t y  f o r  s e rv i ce  and supply i n d u s t r i e s  w a s  taken 

from NASA last year .  

many c e n t e r s ,  i t  has by no means been e l imina ted .  

power resources f o r  compliance.review a c t i v i t y ,  however, are very l imi t ed .  

Although new construction has been c u t  back i n  

The d o l l a r  and man- 

What i s  needed i n  NASA, p a r t i c u l a r l y  f o r  those cen te r s  which 

f a l l  ou t s ide  of t h e  metropolitan regions covered by a compliance p lan ,  

i s  a set of agency-wide guide l ines .  

OFCC n a t i o n a l  plan,  i n t e r im  procedures need t o  be developed by OEOP i n  

Pending t h e  deveiopment of an 

conjunction wi th  the  center .  

K. Community Relations.  The problem of c rea t ing  and maintaining an 

i d e n t i f i c a t i o n  of minority i n t e r e s t s  with t h e  program a c t i v i t y  of NASA 

exis t s  both a t  t h e  n a t i o n a l  and loca l  community l e v e l s .  

the  n a t i o n a l  l e v e l  was mentioned above and w i l l  be f u r t h e r  discussed 

i n  t h e  concluding s e c t i o n  of t h i s  reoprt .  

The problem a t  

It should be apparent t h a t  

a major p a r t  of t he  equal  opportunity challenge is  t i e d  up wi th  the 

NASA image among minor i t i e s  i n  the  communities where NASA opera tes .  

NASA employees represent one of the main cha l lens  f o r  p ro jec t ing  t h a t  

image i n t o  t h e  community. Agency public a f f a i r s  and information programs 

are an important veh ic l e  f o r  communicating t h e  messages t h a t  NASA wishes 

t o  convey. Programs conducted i n  the l o c a l  school systems are a major 

feeder  of lower e n t r y  personnel in to  t h e  NASA work fo rce .  S t i l l  another 

channel t o  l o c a l  communities, as noted i n  t h e  preceding s e c t i o n ,  i s  

minority business.  
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The panel  agrees  with t h e  assessment i n  the  cur ren t  Aff i rmat ive 

Action P lan  t h a t  "A communication gap e x i s t s  between NASA and a l a r g e  

segment of  t he  minority and female communities. '"' NASA does not  seem 

I 1  relevant ' '  t o  many members of minority communities, and it w i l l  n o t  be  

easy t o  e f f e c t  a change i n  a t t i t u d e s .  

way are designed t o  move i n  the  d i r ec t ion  of c los ing  t h i s  gap. These 

include t h e  motivat ional  career f i l m  being developed by B i l l  Cosby t o  

promote sc ience  and engineering as career  choices by minorities and women, 

the  symposia t o  be  he ld  i n  minority col leges  following the  format of t h e  

Shaw symposium he ld  last spr ing,  and a career awareness i n s t i t u t e  being 

held i n  Baltimore publ ic  schools under con t r ac t  with the  Nat ional  Technical 

Association. 

But a number of programs now under 

The community r e l a t i o n s  program headed up wi th in  t h e  Off ice  

of Equal Opportunity has i n t e r e s t s  which bear  c lose ly  on those of t h e  

NASA Publ ic  Af fa i r s  o f f i c e  and e spec ia l ly  the  Deputy Ass i s t an t  Administrator 

f o r  Community and Human Relat ions.  

o f f i c e s  has never been c l e a r l y  defined, however, and the re  appears t o  be  

a need t o  b r ing  t h e  two together  i n  a more e f f e c t i v e  working r e l a t ionsh ip .  

L. The NASA Equal Opportunity Self-Evaluation. The se l f -eva lua t ion  conducted 

a t  the  beginning of t h i s  calendar year c a l l e d  f o r  a h e w y  investment of both 

manpower and d o l l a r  resources i n  a cri t ical  assessment of equal  opportuni ty  i n  

the  agency as a whole and a t  each of the f i e l d  centers .  As t h e  panel  examined 

the  r epor t s  coming out of t h i s  process, i t  w a s  i n t e r e s t e d  i n  a sce r t a in ing  

whether the  r e s u l t s  achieved would be comensura te  with t h e  s u b s t a n t i a l  amounts 

of t i m e  spent  a t  a l l  levels of management, t he  extensive p a r t i c i p a t i o n  of 

employees forming the  cons t i tuent  groups, and the  voluminous paper work and 

repor t ing .  

The i n t e r f a c e  between these  two 

The f ind ing  of the  panel  based on i t s  study of a l l  t h e  s e l f -  
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evaluat ion r epor t s  w a s  t h a t  the  e f f o r t  w a s  w e l l  worthwhile and, indeed, 

indispensable  t o  a fu l l - s ca l e  a t t a c k  on equal  opportunity problems. 

Several  bene f i t s  flow from t h i s  process.  F i r s t ,  an agency-wide 

exercise of t h i s  na ture  helps  t o  s t i m u l a t e  an awareness of equal  opportuni ty .  

Even i f  g rea t e r  awareness leads t o  more complaint a c t i v i t y  or more outward s igns  

of tens ion  or f r i c t i o n ,  the  goal of equal opportunity i s  s t i l l  being served. 

Secondly, the  process i s  a v i s i b l e  ind ica t ion  of top managemnt commitment and 

a wi l l ingness  t o  expose t h e i r  adminis t ra t ion t o  the  kind of c r i t i c i s m  l i k e l y  

t o  emerge. The opening up of the  system, i n  i t s e l f ,  can be very b e n e f i c i a l .  

F ina l ly ,  t h i s  e f f o r t  w a s  usefu l  i n  bringing t o  the  sur face  a considerable  

amount of da ta ,  not only i n  the  form of statist ics,  but  behav io r i a l  and 

a t t i t u d i n a l  information c r u c i a l  f o r  equal opportunfty pol icy  and programs. 

Granted a l l  these p o t e n t i a l  b e n e f i t s ,  however, i t  must be noted 

t h a t  t he re  are r i s k s  i n  such a self-examination. 

some p o s i t i v e  change stemming out  of t he  self-evaluat ion,  i t  w i l l  be viewed 

as pr imar i ly  a publ ic  r e l a t i o n s  device. F rus t r a t ion  and h o s t i l i t y  may 

follow. The panel found considerable evidence of such a t t i t u d e s  among 

female and minority male employees a t  the  centers  i t  v i s i t e d .  

I f  t he re  is no t  seen t o  be  

The center  r epor t s  were ind ica t ive  of a high degree of responsiveness 

on the  p a r t  of the  center  d i r e c t o r s  to  the  purposes of t he  self-evaluat ion.  

But  t he re  w a s  considerable v a r i a t i o n  from center  t o  center  on t h e  ex ten t  t o  

which t h e  top l e v e l  commitment was t ransmit ted t o  o ther  l e v e l s  of management. 

Several  r epor t s  c i t e d  i n s u f f i c i e n t  management commitmeat as a weakness of t h e  

equal  opportunity e f f o r t .  

Although a l l  centers  were asked t o  follow the  same procedures and t o  

use the  same format i n  preparing r e p o r t s ,  t he re  w a s  considerable  v a r i a t i o n  i n  

both procedures and format. 

complicated by some of the  differences i n  format. 

Overall comparative ana lys i s  of t he  r e p o r t s  was 
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-- -- _ _ _  - ___- -- - - -  __- - 

The s e l f  evaluat ion w a s  discussed a t  t he  January 23,  1975, meeting of 

the  Equal Opportunity Council. The panel general ly  concurs w i t h  the  o v e r a l l  

ana lys i s  of the  evaluat ions as summarized by the  Council chairman. 20 

"1. 
2 .  

3. 

4. 

5. 
6. 

7. 

8. 

The process w a s  viewed pos i t i ve ly  by every Center. 
The process w a s  valuahle f o r  communication and 
involvement of supervisors.  
I n  order  f o r  t he  process t o  be meaningful, t he re  should 
be  an appropriate  follow-up. 
Major weaknesses t h a t  surfaced were poor ca ree r  
counseling, need f o r  career development and need f o r  
b e t t e r  communication. 
This process should be a b a s i s  f o r  follow-up. 
The concensus seems t o  be t h a t  such an ex tens ive  process 
should not  be c a r r i e d  out every year ,  bu: something is needed 
annually.  
The process should be car r ied  out  a t  a t i m e  when the  Centers 
know what t h e i r  cons t ra in ts  w i l l  be. 
It w a s  su rp r i s ing  how similar the  r e s u l t s  w e r e  a t  every 
Center. " 

I V .  Applying the  Experience of Other Organizations 

One of t he  th ree  p r i n c i p a l  assignments t o  the  panel  w a s  t o  seek 

out  experience from other  organizat ions t h a t  might be e f f e c t i v e l y  appl ied 

by NASA i n  i ts  e f f o r t s  t o  dea l  with equal opportunity problems. 

panel w a s  asked t o  look a t  both the  public and p r i v a t e  s e c t o r s  f o r  such 

re levant  experience. 

w a s  guided by seve ra l  considerat ions.  

The 

I n  its approach t o  t h i s  p a r t  of t he  t a s k  t h e  panel  

1. NASA's heavy r e l i ance  on highly spec ia l ized  t echn ica l  

personnel places the  agency i n  spec ia l  circumstances whlch apply t o  only 

a l imi t ed  number of o ther  organizations.  

e x i s t s  only i n  those o ther  government agencies and p r i v a t e  corporat ions 

A b a s i s  f o r  comparing experience 

having equivalent  requirements 

2o Minutes of NASA EO Council 
January 23,  1975, p .  10. 

f o r  technicians,  engineers  and s c i e n t i s t s .  

Meeting held a t  Marshall Space F l igh t  Center,  
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2. The p r iva t e  sec to r ,  as noted above, is  i n  a f a r  s t ronger  

pos i t i on  t o  compete f o r  t he  l imi ted  numbers of minor i t ies  and women who 

e n t e r  i n t o  these technica l  career  f i e lds .  Large corporat ions o f f e r  

f a r  more a t t r a c t i v e  salaries and bene f i t s  than government agencies can 

provide. Moreover, NASA is a t  a disadvantage even with o the r  government 

agencies t h a t  are not  operat ing under the  cons t r a in t s  of reduct ions i n  

manpower c e i l i n g s  imposed over- many years. 

3. Granted the two d i f fe rences  c i t e d  above, t he re  is no 

j u s t i f i c a t i o n  f o r  magnifying them or  using them as  defensive devices t o  

expla in  inadequate progress i n  NASA, Though NASA has i t s  own unique and 

admittedly d i f f i c u l t  problems, it can s t i l l  l ea rn  much from the  general  

phi losophical  approaches and some of the  s p e c i f i c  techniques used i n  o the r  

organizat ions.  

4. Although the  d r ive  for  equal  employment opportuni ty  has 

been under way f o r  q u i t e  a while, the record of s i g n i f i c a n t  accomplishment 

is, f o r  t he  most p a r t ,  disappointing i n  e i t h e r  the  publ ic  o r  p r i v a t e  

s e c t o r .  Most pro jec t ions  of fu ture  progress based on a cont inuat ion of 

h i s t o r i c a l  growth curves i n  minority and female employment suggest t h a t  

the  r e a l i z a t i o n  of a p a r i t y  pos i t ion  s t i l l  lies f a r  off  i n  the  fu ture .  

The experience of o the r  organizat ions y i e l d s  more negat ive than p o s i t i v e  

lessons, more lessons of doing too l i t t l e  t o o  late than examples of 

programs t h a t  have d i r e c t l y  confronted the  challenge of equal  opportuni ty  

and taken e f f e c t i v e  measures t o  deal with i t .  

Fortunately,  however, there  are a number of examples of programs 

with p o s i t i v e  r e s u l t s .  

A. General E l e c t r i c  Company. General E l e c t r i c  is widely recognized f o r  

t he  commitment i t  has made t o  equal opportunity.  

a heavy dependence on advanced technology including s u b s t a n t i a l  work under 

As a company having 
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con t rac t  with NASA, i ts  experience may be  presumed t o  be  r e l evan t  t o  

the  i s sues  addressed i n  t h i s  study. 

The GE record can be t o l d  i n  p a r t  by s ta t is t ics .  Since 1968, 

the  number of black employees has grown by 64% t o  t h e  po in t  where t h e  

black work fo rce  numbers near ly  29,000 o r  about 9.1% of the  t o t a l .  

t h e  per iod  from 1968 t o  1973, when the t o t a l  work fo rce  w a s  dec l in ing ,  

During 

the  proport ion of women rose  s l i g h t l y  t o  29%. 

More s i g n i f i c a n t  than these numbers is the  philosophy of manage- 

Top leadership of GE has  committed i t s e l f  t o  ment that l e d  t o  the  change. 

move towards equal  opportuni ty  and to  hold a l l  levels of management 

accountable f o r  t h e i r  cont r ibu t ion  to  t h a t  movement. Perhaps the  most 

s i g n i f i c a n t  element of t h e  program is an EEO measurement system wi th  

rewards and pena l t i e s  designed t o  produce behavioral  changes i n  managers. 

The format f o r  measurement of progress c o n s i s t s  of da t a  assembled a t  

Headquarters and a ques t ionnai re  which every genera l  manager must f i l l  

ou t  as p a r t  of t h e  annual business  review. A desc r ip t ion  of t h e  format 

appears a t  Appendix B. 

The measurement of managers' performance under t h i s  format is  

d i r e c t l y  t i e d  t o  execut ive compensation. 

t h i s  d i r e c t i o n  than most i n d u s t r i a l  f irms. Natural ly ,  t he re  w a s  r e s i s t a n c e  

GE has  moved much f a r t h e r  i n  

t o  t h i s  development on the  p a r t  of some managers who objected t o  being 

11 evaluated on what they regarded as a non-business" aspec t  of t h e i r  

performance. They were to ld ,  i n  e f f e c t ,  t h a t  equal  opportuni ty  &now 

a bus iness  problem and t h a t  they were t o  be  he ld  accountable j u s t  as 

much i n  t h i s  area as i n  o the r  t r a d i t i o n a l  areas of t h e i r  job performance. 21 

2 1  P u r c e l l ,  Teodore V . ,  "How GE Measures Managers i n  F a i r  Employment," 
Harvard Business Review, November, 1974. 
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The quan t i t a t ive  da t a  i n  these r epor t s  is  supplemented by 

n a r r a t i v e  descr ip t ions  t o  avoid the t r a p  of too much r e l i ance  on "the 

numbers game." 

m a n i n g f u l  accounting of equal opportunity programs, fncluding r e l a t ionsh ips  

between the  company and the  employees and l o c a l  community r e l a t ionsh ips .  

While the  volume of da t a  co l l ec t ed  might seem so massive as t o  create a 

deluge i n  corporate headquarters,  t he  sca l e  of repor t ing  is  f e l t  t o  be 

j u s t i f i e d  by the innovation fos t e red  by the  system. 

r epor t s  are combined i n t o  a document e n t i t l e d  the  "EO/MR B e s t  Buy" r epor t  

which is c i r cu la t ed  throughout t he  company as a handbook of workable 

a f f i rma t ive  ac t ion  programs .22 

The q u a l i t a t i v e  da t a  i s  designed t o  give a f a i r  and 

Each year  these  

The GE e f f o r t  t o  a s su re  upward mobil i ty  is based on two 

approaches. One i s  the  so-called accelerated promotion p rac t i ce .  The 

second is an e f f o r t  t o  broaden the  base of t he  pyramid by s i g n i f i c a n t l y  

en larg ing  the  supply of qua l i f i ed  technica l ly  t r a ined  minor i t ies  t o  be 

h i r ed  a t  t h e  profess iona l  en t ry  level. 

involves a c e r t a i n  degree of p r e f e r e n t i a l  treatment which can give the 

appearance of reverse  discr iminat ion.  

based on seve ra l  considerat ions.  

r equ i r e s  nor excludes p r e f e r e n t i a l  treatment. 

Off ice  of Federal  Contract Compliance does requi re  t h a t  d government 

Acceleration p r a c t i c e  inev i t ab ly  

The r a t i o n a l e  f o r  Such Practice is  

The C i v i l  Rights Act of 1964 n e i t h e r  

But Order No. 4 of the  

con t r ac to r  remedy any underu t i l i za t ion  of minority people thereby c a l l i n g  

i m p l i c i t l y  f o r  a c e r t a i n  amount of p r e f e r e n t i a l  treatment.  Accelerat ion 

practice enjoys f i rm management backing as a t o o l  t o  assure  equal  consider- 

a t i o n  of minor i t ies  when important employment decis ions are made. 

22 P u r c e l l ,  Theodore V .  and Toner, Frank J . ,  l'Two Major Corporate S t r a t e g i e s  
toward F u l l  Minority Pa r t i c ipa t ion  i n  Business," A r t i c l e  i n  The Unstable 
Ground, Edi t .  S. Prakash Se th i ,  Melvil le,  1974. 
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I n  t h e i r  long and c a r e f u l  assessment of t he  dilemmas presented 

by t h e  ques t  f o r  equal  opportuni ty ,  GE management came t o  recognize f u l l y  

t h a t  t h e  b a s i c  problem would never be solved without Sroadening t h e  base 

of recrui tment .  Minor i t ies  could not  achieve upward mobi l i ty  wi th in  t h e  

ranks of t h e  company unless  they had the education and t r a i n i n g  t o  permit 

them t o  compete. 

motivate minori ty  s tuden t s  t o  e n t e r  technica l  f i e l d s  from which they have 

t r a d i t i o n a l l y  sh ied  away. 

s tudy program which has added s i g n i f i c a n t l y  t o  the  to ta l .  numbers of minor i t i e s  

and women i n  the  GE work force.  

GE has  adopted a w i d e  range of programs designed t o  

One of the  more promising e f f o r t s  i s  a work- 

Although GE is considered to  be  i n  the  vanguard of indus t ry  w i t h  

respec t  t o  equal  opportuni ty ,  even i t s  record reveals t h a t  progress  has  

been unacceptably slow. 

employees, only 2.47% of a l l  blacks hold white  c o l l a r  jobs.  

GE's p ro fes s iona l  pos i t i ons  are f i l l e d  by blacks,  and anly 2% of t h e  

managerial  category are black. GE, moreover, w a s  the  ob jec t  of a s u i t  

f i l e d  by the Equal Employment Opportunity Commission i n  1974 charging each of 

t h e  company's domestic i n s t a l l a t i o n s  with discr iminatory p r a c t i c e s  i n  a l l  

phases of employment.23 

rates of  progress  on t h e  p a r t  of blacks through p ro jec t ions  based on 

cont inua t ion  of t rends  during the  period from 1966 t o  1963, when GE w a s  

making a concerted equal  opportunity e f f o r t ,  came up with some very d is -  

Despite the increase  i n  t h e  number of b lack  

Only 2.7% of 

F ina l ly ,  a study which sought t o  p r e d i c t  f u t u r e  

appoint ing r e s u l t s .  These s t u d i e s  indicated t h a t  very long per iods of 

t i m e  would be required t o  achieve in t eg ra t ion  i n  var ious s e c t o r s  of t h e  

work force.  In t eg ra t ion  w a s  taken here t o  mean an i d e a l  of 10 per  cent  

23 Wall Street  Journa l ,  10th of a s e r i e s  of a r t i c l e s  on t h e  s t a t u s  of 
blacks i n  t h e  United States,  December 10, 1974. 
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of each element of the  work force,  roughly the  equivalent  of t h e  proportion 

of blacks i n  the  na t iona l  population. Whereas blacks could expect t o  be  

in t eg ra t ed  i n  some of the  lower paid ca t egor i e s ,  craftsmen, o f f i c e  and 

clerical, technic ians ,  etc., wi th in  per iods of n ine  t o  22 years ,  i t  would 

take 55 years  to  reach in t eg ra t ion  in  t h e  o f f i c i a l s  and managers group 

o r  87 years f o r  the  profess iona l  group i f  h i s t o r i c a l  growth curves are 

projected i n t o  the  f ~ t u r e . 2 ~  Such extended per iods f o r  t he  accomplishment 

of goals  are c l e a r l y  unacceptable. 

B. Sears, Roebuck and Co. 

Another f i rm t h a t  has gained recogni t ion f o r  i t s  pos i t i ve  

approach t o  equal employment opportunity is  Sears, Roebuck, the  na t ion ' s  

l a r g e s t  r e t a i l e r  with some 50,000 supervisors .  The f a c t  t h a t  Sears is  

not engaged i n  s c i e n t i f i c  o r  technical  en te rp r i se s  comparable t o  NASA's 

does no t  d e t r a c t  from the  relevance of i t s  equal opportunity e f f o r t  which 

could be adapted t o  any organization. A s  W i l l i a m  Raspberry noted r ecen t ly ,  

the key element of the  Sears program is  what the  Company c a l l s  mandatory 

achievement of goals o r  MAG. In the words of t he  d i r e c t o r  of t h e  program 

"Bas ica l ly ,  MAG requi res  an ana lys i s  of s t a f f  by job  category. 
Wherever you f ind  underrepresentation, t he  r u l e  is t h a t  f o r  
every two job  openings i n  t h a t  category, you have t o  f i l l  
one with a black (or a woman), and keep doing i t  u n t i l  you 
reach your goal.  lr25 

Mandatory achievement of goals is  e s s e n t i a l l y  l i k e  the  GE acce lera ted  

promotion p rac t i ce .  It demonstrates t h e  commitment of management t o  a 

co r rec t ive  program t o  overcome racism and sexism t h a t  have skewed employ- 

24 Purce l l  and Toner, &. e. 
25 A s  quoted by W i l l i a m  Raspberry i n  "Action on Affirmative Action," 

p .  285. 

Washington Post 
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ment opportunity t o  such a degree t h a t  i t  w i l l  t ake  more than b l inde r s  t o  

co lo r  and s e x  t o  set it r i g h t .  

The Sears  approach t o  equal  opportunity reaches f a r  beyond personnel 

ac t ions  and includes heavy emphasis on minori ty  economic development. 

Sears '  vast purchasing program creates an enormous number of business  

oppor tun i t i e s ,  and the  Company has  developed a program f o r  assur ing  

access  t o  these oDDortiini  t i e s  h v  minori tv firms. 

Much of t h i s  e f f o r t  involves cont rac t ing  wi th  minori ty  f i rms  f o r  l o c a l  

services. Sears encounters t he  same kind of problems confront ing NASA 

i n  l o c a t i n g  minority f i rms capable of meeting t h e  Company's requirements 

for manufacturing t o  supply t h e i r  re ta i l  network. 

(Minority Enterpr i se  Small Business Investment Companyj, t he  Company has 

inves ted  $500,000 matched wi th  an equal depos i t  from t h e  Small Business 

Administration t o  b e  used as seed money f o r  minori ty  business  ventures .  

The Sears  program seeks t o  deal with three major problems confront ing 

minori ty  business  e n t e r p r i s e s ,  l ack  of c a p i t a l ,  lack of experience and 

l ack  of an  assured market. 

Through t h e  Sears  MESBIC 

The Raspberry column, a f t e r  not ing t h a t  i t  i s  i n  the  enl ightened 

s e l f - i n t e r e s t  of Sears t o  help t h e i r  MESBIC e n t e r p r i s e s  t o  s t a y  heal thy,  

concludes, "Now i f  Sears could f ind  time t o  hold a few seminars f o r  govern- 

ment o f f i c i a l s  . '' 
Both the  GE and t h e  Sears approach t o  equal  opportuni ty  demonstrate 

a management philosophy t h a t  commends i t s e l f  f o r  cons idera t ion  by NASA 

and o t h e r  government agencies.  The essence of t h i s  philosophy is t h a t  

t h e  s h o r t  term d i s rup t ions  ensuing from equal  opportuni ty  programs are more 

than o f f s e t  by the long range bene f i t s .  

the  equal iz ing  of opportuni ty  f o r  females and minority males, important as 

These b e n e f i t s  extend f a r  beyond 

i 



- 51 - 

t h a t  ob jec t ive  may be. The u n s e t t l i n g  of e s t ab l i shed  s o c i a l  p a t t e r n s ,  

according t o  t h l s  i n t e r p r e t a t i o n ,  has  a p o s i t i v e  e f f e c t  of s t imu la t ing  

change, opening up the  system, improving communications, and s t rengthening  

the  o v e r a l l  management of human resources.  

Introducing women and minoritv men i n  l a r n e r  nllmhors and a t  h iy+r  

levels i n  an organiza t ion  br ings  i n  new a t t i t u d e s  and values  which d i f f e r  

from the  outlooks of predominantly male w h i t e  work forces .  Supervisors ,  

coming t o  realize t h a t  they are not  w e l l  equipped t o  dea l  with these  new 

values ,  need t o  become more open t o  new methods of managing and upward 

communication from t h e i r  own personnel. S e n s i t i v i t y  t r a i n i n g  programs can 

f o s t e r  p o s i t i v e  change i n  a t t i t u d e s  and behavior on the  p a r t  of superv isors  

and managers t h a t  r e s u l t  i n  o v e r a l l  improvement of employee-supervisory 

s t a f f  is obviously a p o s i t i v e  goa l  i n  i t s e l f .  If  prograins aimed a t  t h e  

superv isor  level are a l s o  accompanied by programs designed t o  give a l l  

emp1eyees, i f i c l ud i f i g  vempn afid m i n c r i t y  men, a b e t t e r  understanding of 

the  meaning and importance of t h e  work i n  which they are engaged, the 

r e s u l t  w i l l  be  b e t t e r  t reatment  and use of human resources.  

Many of the  problems t roubl ing women and minori ty  men i n  NASA 

are shared i n  common by o the r  employees, e spec ia l ly  a t  t he  lower ranks. A 

l ack  of s a t i s f a c t i o n  i n  the downward fluw of communications, doubts concern- 

i ng  the  f u t u r e  of var ious  programs and t h e  agency as a whole, and too l i t t l e  

a t t e n t i o n  t o  the  development of personnel f o r  assuming g r e a t e r  responsi-  

b i l i t y ,  a l l  con t r ibu te  t o  a low s t a t e  of morale across  the  board. The 

remedies t o  cure  some of t he  equal  opportunity maladies are a l s o  appl icable  

t o  NASA personnel i n  general .  

Minor i t ies  en te r ing  an organizat ion are l i k e l y  t o  look f o r  

greater s o c i a l  s e n s i t i v i t y  on the pa r t  of t h e i r  superv isors  and co-workers. 
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I t  '' Cavanagh, Gerald F . ,  Stewart ,  Johnny, Short-versus Long-run Ef fec t s  
of t he  In t roduct ion  of Black Workers i n t o  the  Firm," a r t i c l e  i n  - The 
Unstable Ground, e d i t .  Se th i ,  S. Prakash, p .  404.  

They a l s o  want t o  understand the  value of t he  work they are asked t o  do. 

These are two of t he  most urgent people problems f ac ing  l a r g e  organiza t ions  

today. 

of managing human resources,  t h e  r a i s i n g  of the  consciousness of managers 

and superv isors  i n  t h e i r  dea l ings  with employees can a l l  be c l a s s i f i e d  

as long range b e n e f i t s  f o r  an organization. 

secure equal opportunity can a l s o  be  regarded as a means of upgrading o r  

p ro fes s iona l i z ing  the  personnel adminis t ra t ion  of t he  agency. 

The opening up of communications, t h e  change i n  customary ways 

Thus the  s t e p s  taken t o  

26 

V. A Management S t ra tegy  f o r  Socia l  Change 

For any program whose a i m  is t o  secure  s o c i a l  change, such as 

t h a t  implied i n  the  concept of equal opportunity,  t h e r e  needs t o  be a 

conscious and w e l l  thought-out s t ra tegy.  

suggests t h a t  success fu l  s t r a t e g i e s  encompass a number of elements each 

of which is e s s e n t i a l  t o  f u l f i l l i n g  the goals. A model t h a t  t h e  pane l  

would recommend f o r  cons idera t ion  by NASA would inc lude  the following 

elements : 

The l i t e r a t u r e  on s o c i a l  change 

1. pol icy  

2. ob jec t ives  

3. performance standards 

4. feedback 

5. consequence sys t e m  

Some understanding of the na ture  of change i s  a p r e r e q u i s i t e  

t o  t h e  formulation of a s t r a t e g y  for change. 

speak of o rgan iza t iona l  change, what causes change, w 5 a t  are t h e  t y p i c a l  

What is meant when we 
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responses t o  i t ,  and what are the  various opt ions ava i l ab le  t o  managers 

seeking t o  e f f e c t  change? 

The concept of change, as i t  a p p l i e s  to the  social struct:rre 

of an organizat ion,  implies an a l t e r a t i o n  i n  t r a d i t i o n a l  p r a c t i c e s  t h a t  

the  power s t r u c t u r e  uses i n  making decis ions.  

decision-making, f u l l e r  d i sc losure  of information t o  t h e  publ ic ,  equal  

Whether i t  be  pa r t i c ipa to ry  

opportuni ty  o r  some o ther  s o c i a l  pressure,  o rganiza t iona l  statiis aiio 

is  sub jec t  t o  an a r r ay  of forces  f o r  change. 

Typical responses t o  these  forces  include: selective i n a t t e n t i o n  

(ignore i t ) ;  containment and i s o l a t i o n  ( b o t t l e  i t  up); co-option ( d i l u t e  i t ) ;  

o r  accept ing the  least poss ib le  change ( t r y  t o  n e u t r a l i z e  i t ) .  

wi th in  the  organizat ion who a r e  charged with r e s p o n s i b i l i t y  f o r  promoting 

any given change are, of course,  seeking t o  transform negat ive o r  r e s i s t a n t  

a t t i t u d e s  t o  pos i t i ve  o r  recept ive  a t t i t u d e s .  

The force  f i e l d  i n  which change operates  is made up of dr iv ing  

forces  and r e s t r a i n i n g  forces .  Change agents can opt  f o r  increas ing  the 

d r iv ing  forces ,  decreasing the r e s t r a in ing  forces  o r  some combination of 

the  two. In  a very general ,  i f  not  oversimplif ied sense,  increas ing  the  

d r iv ing  forces  tends t o  increase  tension, but i t  usual ly  works f a s t e r .  

Decreasing the  r e s t r a i n i n g  forces  tends t o  work slower but  with less 

tension.  

top levels i n  the  form of orders  t o  be issued,  s t r ic t  goals  t o  be set and 

t racking  of progress.  The opposi te  a l t e r n a t i v e  of decreasing the  r e s t a in -  

i ng  fo rces  relies on a s t r a t e g y  of persuasion, reasoning and t h e  continued 

t o l e r a t i o n  of behaviors d i f f e r e n t  from those being sought through the  

change process.  

Those 

Increasing the  dr iv ing  forces  involves high energy exe r t ion  a t  

It appears t h a t  equal  opportunity programs wi th in  NASA have 

embraced e f f o r t s  both t o  increase  dr iving forces  and t o  decrease r e s t r a i n i n g  
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forces .  

is based on any s t r a t e g i c  considerat ion of t he  merits of t h e  var ious  

a l t e r n a t i v e s  o r  how b e s t  t o  combine them. Nor has the  panel  been a b l e  

t o  reach the  conclusion t h a t  a l l  f i ve  elements of t h e  above c i t e d  

management s t r a t e g y  have been i d e n t i f i e d  and put i n  place.  

each p iece  e x i s t ,  but  they remain t o  be put  together  i n  a un i f i ed  whole. 

The panel has not been a b l e  t o  d iscern  t h a t  t h e  o v e r a l l  approach 

P a r t s  of 

The Administrator of NASA and h i s  Deptuy bear  t h e  f i n a l  

r e s p o n s i b i l i t y  f o r  achieving equal  opportunity.  

the  dec is ion  t o  adopt and implement a s t r a t e g y  f o r  managing s o c i a l  change. 

They cannot de lega te  t h i s  r e spons ib i l i t y .  

r e spons ib i l i t y .  

and assist. 

sources  f o r  such advice and ass i s tance .  The var ious  elements of a 

s t r a t e g y  are descr ibed below. 

Only they can make 

A l l  t h a t  can be delegated t h i s  

A l l  t h a t  can be delegated i s  the  assignment t o  advise  

The OEOP and the Equal Opportunity Council are the  two l o g i c a l  

1. Policy.  This p a r t  of t h e  s t r a t e g y  c o n s i s t s  of a penet ra t ing  

inqui ry  i n t o  the  f u l l  implicat ions of what w i l l  be involved i n  t h e  b a s i c  

s o c i a l  change being sought and the  acceptance on t h e  p a r t  of management 

of those implicat ions.  Only 

the  very top management can g ive  the cues t h a t  w i l l  t r i g g e r  responses 

down the  l i n e .  Other top managements, such as GE, t h a t  have r e a l l y  

tack led  t h i s  assignment are r e l a t i v e l y  few and f a r  between. 

This is a d i f f i c u l t  and demanding task .  

This element of t h e  s t r a t egy  involves looking ahead over a 

per iod  of years ,  fo recas t ing  a leadership s t r u c t u r e  with s i g n i f i c a n t  

female and minority male representa t ion ,  and p l o t t i n g  a course f o r  reaching 

t h a t  des t ina t ion .  

a t t i t u d e s  and behavior which resist t h e  concepts underlying equal  opportuni ty .  

To know and accept what general  pol icy should govern is t o  

It involves  facing up t o  deeply em5edded social 

recognize t h a t  t he  task involves  a g r e a t  dea l  more than changing numbers 
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i n  the  race  and sex  r a t i o s .  

p a r t  of t he  objec t ives  and missions of NASA. 

long e s t ab l i shed  conventions. 

It means making equal opportunity a b a s i c  

It means breaking down many 

It means r eo r i en t ing  the  s o c i a l  conscious- 

ne66 of those who s t i l l  f ind  equal  opportunity incompatible with t h e i r  

i nhe r i t ed  s o c i a l  a t t i t u d e s .  Also, among females and minori ty  males, 

both wi th in  the  agency and outs ide ,  it means bui ld ing  a base f o r  g rea t e r  

acceptance of careers  i n  NASA because of t h e i r  r e l a t i v e  a t t r a c t i o n  i n  

comparison with o the r  a l t e r n a t i v e s .  

Determining a general  policy course t o  guide an agency i n  such 

unfamil iar  t e r r a i n  implies i n t ens ive  ana lys i s  of a l t e r n a t i v e  s t r a t e g i e s .  

One reason why r e l a t i v e l y  l i t t l e  has  been done i n  o ther  organizat ions i s  

t h a t  such de l ibe ra t ion  is  d i f f i c u l t ,  t i m e  consuming and fraught  with 

controversy.  

occur i n  order  t o  provide a r a t i o n a l  framework f o r  t he  tactical phase 

which involves  the  s e t t i n g  of object ives .  

But t h i s  kind of de l ibera t ion  a t  the  s t r a t e g i c  l e v e l  nus t  

2. Objectives.  Deriving out  of a considered pol icy o r  

s t r a t e g y  is the  d e f i n i t i o n  of a s e r i e s  of s p e c i f i c  ob jec t ives .  

p r i o r i t y  m u s t  obviously be at tached to  improving the  female and minority 

male r a t i o s  of the  employee population. Objectives must be set i n  terms 

of organ iza t iona l  units, occupational ca tegor ies  and grade levels. 

Highest 

On the  recrui tment  s ide ,  t h i s  means both s h o r t  t e r m  h i r i n g  

from the e x i s t i n g  market and, on the  longer term, expanding t h e  s i z e  of 

the  l abor  pool through investment of resources with a long-term payout. 

Spec i f i c  ob jec t ives  m u s t  be defined for  both ex te rna l  and i n t e r n a l  

programs extending as f a r  i n t o  the  fu ture  as the  limits of planning 

c a p a b i l i t i e s  permit. The process  whereby the  numerical goals  are e s t ab l i shed  
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is a key p a r t  of s e t t i n g  objec t ives .  Involving l i n e  managers i n  goal setting 

i n  such a way t h a t  they become committed t o  the  program is i tsel f  a c r i t i c a l  

ob jec t ive  . 
But, here  again,  the  numerical goal  s e t t i n g  is only a p a r t  of 

t he  p ic ture .  

f i r s t  behavior and u l t imate ly  a t t i t u d e s .  

dynamics of the  adminis t ra t ive  processes of the  agency? 

measurable ind ica t ions  of an improving morale anlong female and minori ty  

male elements of the  work force? Are t h e  working r e l a t ionsh ips  between 

these  elements and the  predominantly white male elements improving? 

Objectives must a l s o  be considered i n  terms of changing at 

Is there  real change i n  the  

A r e  t h e r e  

This aspect  of t he  s t r a t egy  e n t a i l s  a hard look a t  a l l  e x i s t i n g  

equal opportunity programs. While these programs may a l l  have certain 

merit, do they a l l  f i t  together  to  form a r a t i o n a l  set of ob jec t ives?  

Do the  programs correspond with the p r i o r i t i e s  of these  objec t ives?  

3. Performance s tandards.  Once objec t ives  are es t ab l i shed ,  

t he re  needs t o  be a set  of cri teria fo r  judging progress towards those 

objec t ives .  For those goals  which can be s t a t e d  i n  numerical terms it  

is r e l a t i v e l y  simple t o  quant i fy  and judge progress.  But s o c i a l  i nd ica to r s  

t o  measure progress  i n  achieving s o c i a l  change are s t i l l  a t  the  s t a g e  

of a somewhat pr imi t ive  ar t .  I n  f a c t ,  devis ing performance s tandards 

beyond the  numerical measures of employee counts is perhaps the  toughest 

aspec t  of an o v e r a l l  s t r a t egy .  

i ts progress  along a continuum s t r e t ch ing  from the  o r ig ins  of a s o c i a l  

i s s u e  t o  i t s  reso lu t ion?  NASA has accumulated extensive experience 

i n  developing cos t ,  schedule, and performance s tandards f o r  t racking  its 

numerous p ro jec t  a c t i v i t i e s .  

t r ack ing  EO progress.  

How can an agency d e f i n i t i v e l y  assess 

This experience should be  drawn on i n  

NASA can also make good uae of some of t he  work 
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being done i n  pe r fec t ing  s o c i a l  i nd ica to r s  and applying them t o  i ts  

measurement of progress i n  equal opportunity. 

Cost e f f ec t iveness  i s  an important cons idera t ion  i n  e s t a b l i s h i n g  

performance standards.  

being measured by such standards.  What has been done, f o r  example, t o  

measure the  c o s t  e f f ec t iveness  of the r e c r u i t i n g  by ind iv idua l  centers 

at  minori ty  i n s t i t u t i o n s ?  

and minori ty  males be improved through the work of t he  Equal Opportunity 

P ro fes s iona l  Recru i t ing  Office? 

s tuden t s  t o  motivate them towards engineering o r  s c i e n t i f i c  careers, 

could NASA develop more cos t  e f f e c t i v e  programs by co l l abora t ing  wi th  

wi th  o the r  t echn ica l  and s c i e n t i f i c  agencies? 

Exis t ing  equal opportunity a c t i v i t i e s  are no t  

How can the  cos t -e f fec t iveness  of h i r i n g  women 

In  seeking t o  reach j u n i o r  h igh  school 

Performance standards t h a t  g ive  a c l e a r  signal of how an agency 

is  progressing a r e  e s s e n t i a l  t o  meaningful self-evaluation. The next 

se l f -eva lua t ion  should be preceded by heavy emphasis on t h e  design of 

such s tandards  f o r  measurement. 

4. Feedback system. An e f f e c t i v e  feedback system is  e s s e n t i a l  

t o  t h e  measurement of performance. 

System i n  NASA gives good v i s i b i l i t y  i n t o  the numerical aspect of 

measurement. But t he re  must a l s o  be a feedback i n  the l e s s  e a s i l y  

q u a n t i f i a b l e  areas of a t t i t u d e s ,  morale ,  informal workdng r e l a t i o n s h i p s ,  

and the o v e r a l l  cl imate.  

n a t u r a l  tendency t o  stress t h e  good news and suppress the  bad. Information 

is f i l t e r e d  as i t  goes up the chain of command. 

are l i k e l y  t o  rece ive  d i s t o r t e d  impressions of what i s  going on in t he  

The Personnel Management Information 

A major problem t o  be overcome here  is  t h e  

Managers a t  t h e  top 

lower levels of an organization. 

I n  conducting i t s  inves t iga t ions ,  t he  panel found more than 

a f e w  ind ica t ions  t h a t  t h i s  f i l t e r i n g  process,  however un in t en t iona l ,  
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w a s  sc reening  out  t h e  kinds of information t h a t  might no t  s i t  w e l l  with 

top management. On the  o ther  hand, the panel  a l s o  found a number of 

ins tances  where equal  opportunity advisory groups were i n t e r f a c i n g  

d i r e c t l y  with cen te r  d i r e c t o r s  i n  open and candid exchanges of informa- 

t ion .  Such d i r e c t  r e l a t ionsh ips  should be  encouraged. 

The feedback system should be designed t o  t i e  i n  e f f e c t i v e l y  

t o  the  se l f -eva lua t ion  process.  

and the  non-numerical da t a  need t o  be r ead i ly  access ib l e  t o  those 

respons ib le  f o r  self-evaluat ion.  

Both the  formal numerical r epor t ing  

5 .  Consequence system. No s t r a t e g y  fo r  s o c i a l  change is 

complete without an e f f e c t i v e  consequence system. 

must b e  rewarded while poor performance must be penalized. 

t h e  element which seemed t o  be most se r ious ly  lacking i n  a f ive-par t  management 

s t r a t e g y  w a s  a consequence system with tee th .  

e s t ab l i shed  a system of monthly repor t ing  by center  on t h e  meeting of 

h i r i n g  goals ,  a major p a r t  of a consequence system w a s  pu t  i n  place.  

Center d i r e c t o r s  and top management are c lose ly  monitored i n  t h e  Off ice  

of t h e  Associate Administrator f o r  Center Operations, and they are 

keenly aware that t h e i r  record is being watched. The inc lus ion  of EO 

progress  r epor t s  as p a r t  of r egu la r  repor t ing  on program o r  p r o j e c t  s t a t u s  

Good performance 

Until  r ecen t ly ,  

When the  Personnel Off ice  

r ep resen t s  an e f f e c t i v e  cue f o r  top management t o  s i g n a l  lower levels of 

management of t he  se r ious  purpose at tached t o  equal  opportuni ty .  

To give t h i s  consequence s y s t e m  f u l l  e f f e c t ,  i t  should develop 

F i r s t ,  the  sense  of awareness f e l t  a t  t he  top level of i n  two respec ts .  

c e n t e r  management must be  communicated t o  the  f i r s t  l i n e  superv isor  

through every l e v e l  down. 

i n  h i r i n g  decis ions,  ye t ,  as noted above, they frequent ly  are t h e  least 

These supervisors  o f t en  play t h e  c r i t i ca l  r o l e  
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responsive t o  the  equal opportunity message. Second, t he  sense of account- 

a b i l i t y  f o r  achieving h i r i n g  goals from center  t o  center  needs t o  be  

expanded t o  cover a l l  equal opportunity performance. 

p a r t  of the  t o t a l  p ic ture .  

Hiring is only one 

A consequence system w i l l  achieve r e s u l t s  only i f  i t  is  h ighly  

v i s i b l e  and i f  i t  is perceived t o  br ing  about real rewards and pena l t i e s .  

Unless i t  comes t o  be seen t h a t  a manager's equal  opportunity record has  

e f f e c t  on h i s  career, the  consequence system w i l l  no t  be taken very 

se r ious ly .  

F ina l ly ,  the  working of the  consequence system will depend 

on the  development of the  o ther  four  elements of t he  management s t r a t egy .  

Those who are a f f ec t ed  by the  consequence system must understand what 

the  agency pol icy is ,  what s p e c i f i c  ob jec t ives  have been set under t h e  

pol icy,  what performance s tandards are used, and how the  feedback system works. 

During the  course of i ts  assignment the  panel has sought t o  

gain a perspec t ive  OR where NASA stands today on the  equal  opportuni ty  

f r o n t  i n  comparison with where i t  stood seve ra l  years  ago or where i t  

w i l l  s tand  s e v e r a l  years i n t o  the  future .  I n  some key areas, as t h e  

foregoing repor t  has  demonstrated, NASA has made important progress ,  

p a r t i c u l a r l y  i n  the  las t  two o r  three  years .  The progress  is represented 

i n  the  s t a t i s t i c a l  records on minority males and women i n  the  work force ,  

i n  t he  i d e n t i f i c a t i o n  of some key problem areas f o r  emphasis such as 

increas ing  the  resource pool i n  the  number and v a r i e t y  of programs being 

c a r r i e d  out ,  and i n  the  e f f o r t  t o  give increased s ta ture  t o  the  equal  

opportuni ty  program. 

p o l i t i c a l  p ressures  t o  improve i ts  pos i t i on  relative t o  o ther  government 

agencies  does not  take away from what has  been accomplished. The message 

t h a t  should come thrcsugh most c l ea r ly ,  however, is t h a t  equal  opportuni ty  

The f a c t  t h a t  NASA w a s  responding t o  ou t s ide  
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is s t i l l  a long way from being achieved and t h a t  many u p h i l l  b a t t l e s  

w i l l  have t o  be fought and won before  t h a t  day a r r ives .  

In  the  face  of t h a t  challenge i t  would seem t o  be appropr ia te  

f o r  those concerned with equal opportunity,  and p a r t i c u l a r l y  t h e  Equal 

Opportunity Council, t o  s t e p  back and look a t  the  t o t a l  p i c t u r e  from the  

broadest  poss ib le  perspect ive.  With the b e n e f i t  of the  de t a  gathered i n  

the  se l f -eva lua t ion  and with the  in s igh t s  of the  ou t s ide r s  provided 

by t h i s  r epor t ,  t he re  would seem t o  be much t o  be gained by addressing 

some of t h e  l a r g e r  and perhaps more d i f f i c u l t  questions.  

the  p ieces  f i t  together  i n  a l o g i c a l  whole t h a t  e f f e c t i v e l y  serves  the  

intended purposes? 

pul led toge ther  i n  such a way as t o  optimize the  prospects  f o r  achieving 

equal opportuni ty? 

opportuni ty  s t a f f ,  t he  personnel o f f i c e  and l i n e  management be sharpened 

o r  b e t t e r  defined i n  r e l a t ionsh ip  t o  one another? 

Do a l l  of 

Can a l l  the  elements of a management s t r a t e g y  be  

Can the  r o l e s  and r e s p o n s i b i l i t i e s  of t h e  equal  

As these quest ions are considered, i t  would be h e l p f u l  t o  keep 

i n  mind s t i l l  another quest ion of overr iding s igni f icance .  

s t a t u r e  of equal  oppQrtunity as a concept and a r e a l i t y  i n  NASA? 

is  t h i s  s t a t u r e  changing? 

good than bad, more pos i t i ve  than negative? 

seen as s t rong  o r  weak? 

What is the  

How 

On a sca l e  of values is  i t  perceived as more 

On a s c a l e  of power is  i t  

Maintaining the  s t a t u r e  of equal opportunity means r e t a i n i n g  a 

high measure of support  f o r  both t h e  goal and f o r  t he  programs t o  achieve 

the  goal .  

l i k e l y  t o  be accepted more widely on grounds of pr inc ip le .  

achieve the  goal  w i l l  be accepted only i f  they are perceived t o  be  

p r a c t i c a l  and workable i n  the  environment i n  which they opera te ,  r e l a t e d  

t o  a t o t a l  management s t r a t egy ,  and equi tab le  i n  t h e i r  impact on a l l  t he  

members of t he  work force .  

The two do not necessar i ly  go hand i n  hand. The goa l  is 

Programs t o  
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Appendix B 

General E l e c t r i c  Equal Opportunity 
and Minority Relat ions Measurement Format 

The following excerpt i s  quoted from Harvard Business R e v i e w ,  November-December, 1974. 

Since 1970 t h e  company has conducted annual a u d i t s  using i t s  6-part EO/MR 
measurement format. 
The format c o n s i s t s  of da t a  assembled a t  corporate  headquarters  and a question- 
n a i r e  which every general  manager must f i l l  out  as p a r t  of t h e  annual business  
review process. From t h e  smallest departments t o  t h e  company as a whole, t h e  
performance of every manager (GE has more than 26,000) and of every p l an t  and 
component of t he  corporat ion is subject  t o  i n l i n e  revlew. 
very e f f ec t ive .  

(EO/MR s tands  fo r  ''equal opportuni ty  and minori ty  r e l a t iom." )  

The program has been 

What t h e  format measures 

Pa r t  I of t h e  EO/MR format simply gives component i d e n t i f i c a t i o n  da ta .  

P a r t  I1 p resen t s  demographic da t a ,  giving the  cu r ren t  and pro jec ted  populat ion 
growth i n  t h e  var ious  l abor  market areas. 
r e p o r t s  on t h e  number of black, Spanish-surnamed, Or ien ta l ,  and American Indian  
employees compared with t h e  t o t a l  population of t h a t  p l a n t ' s  l abor  market area. 
These d a t a  g ive  t h e  minori ty  p r o f i l e  f o r  t he  Standard Metropol i tan S t a t i s t i c a l  
Area (SMSA) i n  which t h e  p lan t  i s  located.  

Here t h e  p a r t i c u l a r  p l a n t  o r  component 

Pa r t  I11 gives  the  Minority Pa r t i c ipa t ion  Index. 
of minor i t i e s  i n  t h e  p l an t  work force  t o  the  percentage of minor i t i e s  i n  t h e  SMSA. 
Figures  f o r  t h e  p a s t  and cur ren t  year and a five-year p ro jec t ion  are given. 
index of 1.0 would i n d i c a t e  the  "ideal" minori ty  populat ion i n  a given p l an t ,  t h a t  
is, t h e  same percentage of minor i t ies  i n  t h e  p l a n t  work fo rce  as i n  t h e  l o c a l  
community. (I shall examine opt ions  fo r  t h e  "ideal" later.) 

This i s  t h e  r a t i o  of t he  percentage 

An 

P a r t  I V  g ives  performance goa ls  and da ta  on the  p a r t i c i p a t i o n  of m i n o r i t i t i e s  and 
women throughout t h e  n ine  f e d e r a l l y  standardized job  ca t egor i e s  i n  t h e  p l a n t  com- 
ponent, from top  managers t o  unski l led laborers .  
a n a l y s i s  i n  r e l a t i o n  t o  goa ls  i n  t h e  p a s t  year  and cal ls  for new goals  f o r  t h e  next  
f i v e  years .  
secured f o r  t he  p a s t  year .  

This  s e c t i o n  ca l l s  f o r  performance 

I n  add i t ion ,  a l l  h i r ing ,  promotion, and terminat ion s ta t i s t ics  are 

P a r t  V states t h e  goa ls  f o r  t he  next year and €or f i v e  years  hence f o r  t h e  exempt 
minor i ty  and women work fo rces  of each p l a n t ,  as d i s t r i b u t e d  through t h e  28 GE 
s a l a r y  levels. 
where minor i t i e s  and women are located i n  t h e  upper echelons.  
information on t h e  numbers and percentages of mtnori ty  managers and o the r  minori ty  
exempt, and t h e  numbers and percentages of women managers and o the r  women exempt, 
i n  each of f i v e  groups c lus t e red  according t o  t h e i r  characteristics. 

This  information r e f i n e s  the  da t a  provided i n  P a r t  I V ;  i t  p inpo in t s  
P a r t  V e l i c i t s  


